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Abstract 
An important tribute to the result of an organisational change is delivered by the middle manager. The middle 
manager is really in the ‘middle’ of an organisational change. The middle manager has to deal with the 
pressure of the organisational context, has to gain the trust of the employees to accept the change and has to 
achieve the results and keep the pace of the change excellent for senior management. An important aspect of 
the managerial behaviour and, especially for middle managers who are responsible for the implementation of 
the change, is their commitment to the change process. The presupposition of this explorative research was 
that middle management emotional and rational commitment to the change process would have an influence 
on the effectiveness of the organisational change, in this research willingness to change of staff.  
This study has therefore focussed on investigating the influences of variables within the, in this study called, 1
st
 
construct and the Willingness to Change of staff. As from the literature review it was possible to determine a 
gap in knowledge of management science. Although the influencing role of middle management on 
effectiveness of change has been investigated many times in various different ways, it was concluded that 
these researches were very much limited to the influencing impact from one construct, either from the 
employees’ perspective or management perspective. The possible relation between the Willingness to Change 
of Staff and variables from a 2
nd
 construct, in this study middle management, has never been investigated. 
Therefore the aim of this study was to narrow this gap in knowledge. 
For the operationalisation of Willingness to Change of Staff the questionnaire based on the tool to measure 
Willingness to Change from Th. De Vries (2008) was used to measure the Willingness to Change amongst staff. 
To measure Middle Management Emotional and Rational Commitment and Middle Management Behaviour 
towards change, the Commitment Questionnaire from Herscovitch & Meyer (2002) was used. The data has 
been analysed with the correlation analysis technique and the Spearman’s rank correlation coefficient.  
The analyses show that Willingness to Change is impacted by variables from the 1
st
 construct and the 2
nd
 
construct. The 1
st
 construct consists variables such as Intention to Change, which is influenced by Transparency 
of the Change, Consequences for daily work, Emotions, Colleagues Behaviour, Experience with Change 
processes, Time & Capacity, Change potential of the organisation and Complexity of the Change. From the 2
nd
 
construct the variable Middle Management Behaviour towards change is positively related to Willingness to 
Change, where this variable is impacted by Normative Commitment only. Remarkable is that Affective 
Commitment and Continuance Commitment show no relation with Middle Management Behaviour towards 
change.  This remarkable conclusion leads to the recommendation to conduct further in depth research on the 
relation between Normative Commitment and Middle Management Behaviour to change. It would be 
interesting to investigate what causes this relation. The question can be asked whether this is perhaps 
influenced by the Cascade effect (Oshagbemi, 2004)? 
All in all it can be concluded that the research has contributed to narrowing the gap in knowledge in 
management science, as the relation between Willingness to Change of staff and variables from two constructs 
has been actively investigated. The results may lead to conducting further research in what is the effect of 
Willingness to Change of Staff on the final effectiveness of change implementations, the variables driving the 
correlation between the Willingness to Change of Staff and Middle Management Behaviour towards change 
(the psychological contract) and the influence of variables on Middle Management Emotional and Rational 
Commitment. Also it is recommended to conduct more in depth research on how to increase the level of the 
required variables for the right Willingness to Change of Staff when insufficiency can be concluded. 
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1. Introduction 
This chapter starts with a description of the background and the reason for the research in paragraph 1.1. In 
paragraph 1.2, the theoretical, social and practical relevance of the research is described. In paragraph 1.3 the 
Research aim, the Major Research Question and the Minor Research Questions are presented.  
1.1 Response and Background of the Research 
To complete the master degree in Strategy and Organisation within the Faculty of Management Science at the 
Open University successfully, a thesis needs to be written. The research topic of this thesis is ‘Effectiveness of 
change managers at the middle levels of the organisation’. From experience  I learnt that many changes within 
organisations are made at the middle level of the organisation and it often appears difficult to implement 
change successfully at that level. I have been involved in a number of change management processes and have 
wondered why sometimes a change project is successful and sometimes a failure.  
Why do some middle managers have no problem at all to fulfil the change project, while others have serious 
problems to adjust to the change goals? It is clear that an important tribute to the result of an organisational 
change can be delivered by the middle manager. The middle manager is really in the ‘middle’ of an 
organisational change. The middle manager has to deal with the pressure of the organisational context, has to 
gain the trust of the employees to accept the change and has to keep the results and pace of the change 
excellent for senior management.  
According to many researchers, including Kotter (1995) and Higgs & Rowland (2000) 70 percent of all change 
processes fail. Large-scale technological innovations often do not lead to the desired improvement of 
productivity and the targeted effectiveness and efficiency of processes are not met. History shows many 
companies fail to innovate or recognize the need to change.   
Many researchers, prompted by the high failure rates, assessed the possible reason of the high failure rates 
and found several factors that seem to affect it. Kotter (1995) mentioned eight causes that could lead to 
possible failure. He notes that change processes are usually lengthy and a number of essential stages need to 
be followed in order to be successful.  
Higgs & Rowland (2000, 2005) conclude that specifically in complex change projects, a "planned change" 
approach in most cases does not deliver the desired result. Boonstra (2000) states that the backgrounds for 
the slow change should be sought primarily in the actions of actors and the planned approach to change, 
which is usually not sufficient in a dynamic environment full of ambiguous questions. The main reasons for 
failure are presented in table 5 Page 13. 
These conclusions reflect the fact that effective management of organisational change is not easy. Only 
managing the hard, process driven aspects is not sufficient (anymore) in the complex organisations nowadays. 
Middle managers (as change agents) need to give attention to (effective) management of the soft, human 
aspects and these aspects need to be balanced to ensure a successful implementation.  
Other researchers emphasise the true impact, the role and required competencies of the manager such as 
change leadership, decisiveness and effectiveness in communicative abilities on the effectiveness and the 
success or failure of the change. The absence of willingness to change and participation, the lack of 
commitment and the magnitude of resistance to change also play a major role in the failure of many change 
initiatives.  
As stated previously, middle managers play an important role in the implementation of a change process. 
Organisations realise that their middle managers are important and even crucial to successful organisational 
functioning and change. Middle Managers are responsible for turning new concepts into practical and 
operating day to day business (Stoker en De korte 2000). However, one middle manager is more successful 
than the other, but why? The main question is “What makes a middle manager an effective change 
manager?”, “Is it because effective middle managers are more committed to the change process and therefore 
function better as a role model or are there other reasons?”. It is noticeable that there is a difference in how 
change management is viewed by middle managers, one manager is completely engaged and committed from 
the beginning, where another manager is having doubts.  
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More than three decades ago investigations of the managerial job focused on descriptions of managerial 
functions, and classifications of activities. The reason that most of the outcomes were disappointing was that 
much of this work tended to characterise the managerial role as a ‘systematic and objective process, devoid of 
emotion and neutral to the culture surrounding it’. Schoenfeldt & Steger (1989) noted that while process 
conceptualisations have come close to capturing the nature of managerial behaviour, a conspicuous omission 
in traditional conceptualisations is the addition and understanding of symbolic aspects of managerial action. 
Clearly, this appears to be an important aspect of managerial behaviour and especially for middle managers 
who are responsible for the implementation of change. 
1.2 Relevance of the Research 
1.2.1 Scientific Relevance 
Organisational change has been subject to research for many years. Armenakis and Bedeian (1999) distinguish 
four possible organisational components in their review on organisational changes. Content issues focus on 
the substance of the change (e.g. reorganisations). Context issues focus on internal and external forces of the 
organisation. Process issues focus on how change is implemented; Criteria issues focus on the organisation 
members who have to deal with the change (Armenakis and Bedeian, 1999).  
Organisations increasingly have to deal with accelerating change. It can be concluded that organisational 
changes in the nineties appeared 70 percent more often than in the seventies. Organisational changes are very 
common nowadays and are almost part of running a business.  
Unfortunately organisational changes are still not equally successful (Kotter, 1996). As mentioned earlier more 
than 70 percent of organisational change processes fail or do not deliver the desired results. These failed 
change processes cost a lot of time, money and energy. Wren & Dulewicz (2005) state that it is widely 
accepted that the majority of change does not deliver the expected outcome. It is also often not even 
measured afterwards if the desired result is actually achieved.  
Given the fact that more than half of change projects fail, it is important to determine which factors affect 
whether or not an organisational change will be successful. Carr (1995) concludes that the behaviour of 
employees and managers within the organisation is 75 percent of the time, the most important factor for 
failure of organisational change. The crucial factors here are the resistance against the forthcoming changes or 
the willingness to change (Metselaar & Cozijnsen, 2002).  
Jick (1995) also argues that commitment is important for the implementation of change. He regards 
commitment as one of the key drivers of change. Jick suggests that change typically lasts longer than one 
would want in a change process. Every year that goes by, even every month is costly in terms of competitive 
advantage ". In the implementation of change, change agents must recognize that the typical bottlenecks in 
pathways did not result from changing systems, procedures or traditional business practices. But as per Jick, 
people and culture are the major obstacle. The implementation of change happens best by understanding 
people, thereby changing the commitment to that change.  
A lot of research has been done on the employees’ and middle management’s commitment to change and 
what influences these variables. However, no research has been done on the correlation between change 
effectiveness and middle management commitment towards the change. Research has been predominantly  
focussed on employees’ commitment towards the change process and not specifically on the influence of 
middle management commitment on the effectiveness of change in terms of willingness to change of staff. 
The aim of this study is therefore to contribute to narrow the gap within knowledge, as such this study aims to 
contribute to theories on the subject. 
1.2.2 Social Relevance 
The research was conducted within ING Australia an organisation within the financial sector. The financial 
sector, the past two years during the Global Financial Crisis has been under considerable pressure with profits 
decreasing. This forced financial institutions to restructure the organisation with the main aim to reduce costs 
whilst retaining customers. More attention was needed to increase the efficiency and effectiveness of the 
organisation and its processes, so costs could be reduced and the organisation could better adapt to (rapidly) 
changing markets and customer demands. To effectively implement change processes an organisation requires 
Change???? Why would I want to?? 
 
Maggie Hundertmark Page 9 
 
a strong layer of middle management that is able to engage and motivate employees to contribute to a 
successful change implementation. Floyd & Wooldridge (1992, 1994, 1997) have done extensive research into 
the role and importance of middle management in organisations. They argue there are two ways in which the 
influence of middle management in strategy formulation can affect the performance of an organisation, 
namely a higher quality of strategic decisions and a more efficient implementation. 
 The focus of this study is therefore on middle management of organisations, but how do we define middle 
management? Who belongs to middle management and who not? Are these middle managers important for 
an organisation? In the literature review (Chapter 2) these questions will be answered. 
1.2.3 Practical Relevance 
The answer to the research question could contribute to developing training paths in change management and 
careers paths specifically in financial institutions. It can also help to answer how to effectively implement 
change processes and therefore provides a format for the establishment of change projects used by project 
managers. 
1.3 Research aim and Research questions 
1.3.1 Aim of the Research 
The aim of this study is to gain insight into the way in which middle management commitment, rationally and 
emotionally, Intention to Change and employee willingness to change is related during a change process. 
There are many variables that affect the degree of success in implementing change projects. Within this 
research the influences of three variables are namely viewed, (1) the rational and emotional commitment of 
middle management to a change process, (2) the willingness to change of staff and (3) the Intention to Change 
of Staff. In the below figure 1, a conceptual model is presented: 
 
 
 
 
 
 
Figure 1: Initial Conceptual model of the study 
1.3.2 Research questions 
The conceptual model leads to the following questions: 
Major Research Question 
“What is the impact of Intention to Change of Staff and Middle Management Emotional and Rational 
Commitment on the Willingness to Change of Staff?” 
Minor Research Questions 
 ‘What influences the Intention to Change of Staff? 
 
 ‘In what way is Middle Management Emotional and Rational Commitment related to Willingness to 
Change of Staff?’ 
 
 ‘In what way is Intention to Change of Staff related to Willingness to Change of Staff?’ 
Rational Commitment of Middle 
Management 
Emotional Commitment of Middle 
Management 
Willingness to Change of Staff Intention to Change of Staff 
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1.4 Report Format 
In the below table the Report Format is presented: 
 What will be discussed? 
Chapter 1  Response and Background of the Research 
 Scientific, Social and Practical relevance of the Research 
 Aim of the Research 
 Initial Conceptual model 
 Research Questions 
Chapter 2  Theoretical Framework 
 Conceptual model as a result from the literature review 
Chapter 3  Research Design 
 Research Method 
 Operationalisation of the variables 
 The Research Population 
 The Context: ING Australia 
 The Research Analysis 
Chapter 4  General Research Results 
 Results of the Research Analysis 
Chapter 5  Answering the Major Research Question and the Minor Research Questions 
 Scientific implications of the Research 
 Practical implications of the Research 
 Conclusions 
 Recommendations 
Table 1: Report Format of the study 
2. Theoretical framework 
In this chapter the results of the literature review are described. Which variables affect the rational and 
emotional commitment of middle management, the intention to change and the willingness to change of staff, 
is the main focus of the literature review. It also sought to define the concepts that are central to this study 
and which emerge in the literature. Next the different variables are linked to each other and known existing 
relationships as presented in the literature will be discussed. In section 2.8 the conclusion of the literature 
review is discussed. From this the final conceptual model of this study will be derived. 
2.1 Organisational Change and Change Processes 
As discussed in the previous chapter, the need for change in organisations has increased dramatically in the 
last twenty years. The main causes being the fact that customers are more demanding and the potential of 
technology increasing daily with fast pace. The expectation is that development in the coming years will only 
increase and therefore we will ask more of future managers (Kotter, 1996).  The rise of an organisational 
change can be found in the need for change, which in turn comes from signals that the organisation is not 
performing as intended. The organisation gets lost, conflicts arise, customers are lost or new products are 
developed slowly. These signals should show management how the organisation currently is and what the 
desired situation looks like. Processes will be initiated such as organisation diagnosis, design of the new 
situation model and organisational change.  
Due to the fast changing environment in which a lot of organisations need to perform, no organisation is 
immune to change. Organisations must cope with new technologies, competition and demographic changes, 
allowing managers to try different ways of doing business in order to adapt to the requirements. 
Change management approaches can be characterized by the rate of their occurrence. In this view the main 
distinction is whether an approach involves discontinuous or incremental change in the organization. 
Discontinuous change can be defined as ‘change which is marked by rapid shifts in either strategy, structure or 
culture, or in all three’. Discontinuous change can be effective on a resource based view, but we should see its 
hindrances as it could properly work only in stable or complex environment, where the new structure could 
last long enough to reap the benefits of the change. Incremental change, in the other hand, deals with 
movements that involve ‘successive, limited, and negotiated shifts’. In this view change steps are more limited 
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as at discontinuous change, but with a good implemented chain of steps it could be far reaching and much 
more impressive. These approaches could well answer today’s turbulent environment, as they create an 
organisation that could quickly evolve at ease. Grundy (1993 in Todnum 2005) suggests that incremental 
change should be divided into smooth and bumpy parts, but other authors state that smooth incremental 
change is outdated by now. Bumpy incremental change ‘is characterized by periods of relative peacefulness 
punctuated by acceleration in the pace of change’. 
Some authors make distinction between continuous and incremental change. According to Burnes (2004 in 
Todnum 2005) continuous change describes departmental, operational and ongoing changes, while 
incremental change is concerned with organisation wide strategies and the ability to constantly adapt these to 
the demand of both external and internal environment. These change characteristics are concluded in Table 1 
(Todnem, 2005) 
Type of Change 
Discontinuous Change 
Incremental Change 
Bumpy Incremental Change 
Continuous Change 
Bumpy Continuous Change 
Table 2: Change characterized by the rate of occurrence 
According to Todnem change can be characterized by how it comes about. In this case Todnem found four 
type of approaches as shown in Table 2 (Todnem, 2005) 
Type of Change 
Planned Change 
Emergent Change 
Contingency Change 
Choice Change 
Table 3: Change characterized by how it comes about 
In the literature there are several types of change projects defined. If we lay all these strategies side by side, 
we can divide the different change approaches in the following quadrants, where we can consider the left side 
of the quadrant as Planned Change and the right side as Transformational Change.: 
 
Quadrant I : TopDown Directive change 
 Directive change (Higgs & Rowland, 2005) 
 Dramatic change (Mintzberg & Huy, 2003) 
 Power strategies (Werkman, Boonstra & Elving, 
2005) 
 Persuasion (Nutt, 1998) 
 
 
Quadrant II: Project change: 
 Master change (Higgs & Rowland, 2005) 
 Negotiation strategies (Werkman, Boonstra & 
Elving, 2005) 
 Program strategies (Werkman, Boonsttra & Elving, 
2005) 
 Participation (Nutt, 1998) 
Quadrant III: Planned change  
 Self Assembly / DIY (Higgs & Rowland, 2005) 
 Systematic change (Mintzberg & Huy, 2003) 
 Planned strategies (Werkman, Boonstra & Elving, 
2005) 
 Edict (Nutt, 1998) 
Quadrant IV: Emerging change: 
 Emergence change (Higgs & Rowland, 2005) 
 Organic change (Mintzberg & Huy, 2003) 
 Interactive change (Werkman, Boonstra & Elving, 
2005) 
 Intervention (Nutt, 1998) 
 
Table 4 : Different change strategies divided into four quadrants 
From the above we can understand there is a distinction between "changes that happen to organisations” and 
“changes in the wake of a clear decision from the Executive" (De Caluwe and Vermaak, 2001). Also Cummings 
Local differentiation / Bottom up 
One Look / Top Down 
Change straight forward Change is complex 
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and Worley (2001) make a similar distinction and speak of "planned change" or "transformational change". 
Transformational change is defined as emerging change, however within in the scope of this thesis this is not 
subject of research. Hence, it will not further be expanded upon.  
Metselaar (1997) defined organisational change as follows: ‘A planned redecoration of the organisation’s 
structure, or work and/or administrative processes, initiated by the top management of the organisation in 
order to improve its organisation’s functioning’. In due time change models have been developed to guide 
change processes, so called planned change models. Planned change models describe the activities that must 
take place to initiate and carry out successful organisational change (Cummings & Worley, 2005). The origins of 
planned change can be found in two principles of Taylor’s concept scientific management: Firstly, change is 
accomplished through rational plans, developed and implemented through steps, and monitored by 
management. Secondly, these change programs are initiated in order to minimise future changes. In this 
perspective the environment induces change externally, and the organisation has to adapt as quickly as 
possible to achieve equilibrium again. Business as usual is the ideal, change is viewed as undesirable. This 
philosophy was theorised in some of the models of planned change. 
However, there has been some critique on this perspective towards change processes (Cummings & Worley, 
2005; Pettigrew, 1997). Critics of planned change models think these models are misleading for two reasons  
(Cumming & Worley, 2005). Firstly, in reality change is not accomplished through a set of linear steps 
(Cummings & Worley, 2005). In the perspective of Pettigrew (1997) emphasis is placed on cycles and 
temporality rather than seeing change as a sequence of linear events that occur and are then frozen. 
Organisational change can be thought of as a dynamic process in which management seeks to steer meaning 
(Pettigrew, 1997). Secondly, change is not rational (Cummings & Worley, 2005). Planned change models are 
described as a rationally controlled, orderly process. Reality points out that change has a more chaotic quality, 
often involving shifting goals, discontinuous activities, surprising events, and unexpected combinations of 
changes. 
The planned approach is also based on Lewin’s model. Actually planned approaches originate from that model. 
The emergent approach to change emphasizes that change should not be perceived as a series of linear events 
within a given period of time, but as a continuous open-ended process of adaptation. The contingency 
approach is founded on the theory that the structure and the performance of an organisation are dependent 
on the situational variables that it faces. The advocates of the choice approach are suggesting that there is 
certainly evidence that organisations wishing to maintain or promote a particular managerial style can choose 
to influence situational variables to achieve this. Change management approaches can also be characterized by 
scale. In this view there isn’t so much confusion in the literature as the before mentioned characterizations. 
Most authors widely agree that four types of change exist in these categorizations: fine tuning, incremental 
adjustment, modular transformation and corporate transformation. 
Cozijnsen and Vrakking (2003) show in their history of change management that the "planned change" has the 
longest tradition. Lippitt, Watson and Westley (1958) describe the "planned change" as a change that is 
reflected from a conscious decision to improvements within the organisation. Bennis et. al (1976) state that 
planned change is a conscious process in which they use knowledge. The change is based on the right culture 
and cooperation within the organisation. Also Zaltman and Duncan (1977 in Pardo del Val et al. 2003) speak of 
an attempt to change where there is a fixed target. Changes are thereby created in the process and structure 
of a social system in such a way that different people deal with this system.  
The literature has shown that many change processes do not reach their initial objective(s) (Higgs and Rowland 
2005, Kotter 1990). A large proportion, around 70 percent ends in failure, with money, time and energy lost 
expended with no results (Angehrn and Atherton, 1999, Higgs and Rowland, 2005). 
Higgs & Rowland (2000) refer to surveys of Kanter & Senge in which they indicate that there is not a correct 
strategy of change, especially because there is too much uncertainty about the reality on change in 
organisations. Here, it is plausible to have the right people at the helm, in many cases the right middle 
managers as  the change managers. 
From the literature I derive that there are a number of reasons for failure of change management. I would like 
to include a note from John P. Kotter:  
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“Guiding change may be the ultimate test of a leader - no business survives long enough if it can not reinvent 
itself. But, human nature being what it is, fundamental change is often resisted strongly by the people it affects 
most: those in the trenches of the business. Thus leading change is both absolutely essential and incredibly 
difficult”.  
In the literature there are 8 errors mentioned, which may be applicable to the above four quadrants. In other 
words, with every change strategy, the risk for errors present in some degree as outlined in the below table: 
TopDown Directive change Project change Planned change Emerging change 
Not establishing a great enough 
sense of urgency 
Not creating a powerful enough 
guiding coalition 
Not establishing a great enough 
sense of urgency 
Not creating a powerful enough 
guiding coalition 
Not creating a powerful enough 
guiding coalition 
Lacking vision Not creating a powerful enough 
guiding coalition 
Not removing obstacles to the 
new vision 
Lacking vision Undercommunicating the vision 
by a factor of ten 
Lacking vision Declaring victory too soon 
Undercommunicating the vision 
by a factor of ten 
Not removing obstacles to the 
new vision 
Undercommunicating the vision 
by a factor of ten 
 
Not removing obstacles to the 
new vision 
Not systematically planning for, 
creating, short term wins 
Not removing obstacles to the 
new vision 
 
Not systematically planning for, 
creating, short term wins 
Declaring victory too soon Not systematically planning for, 
creating, short term wins 
 
Declaring victory too soon Not anchoring changes in the 
corporation’s culture 
Declaring victory too soon  
Not anchoring changes in the 
corporation’s culture 
 Not anchoring changes in the 
corporation’s culture 
 
Lack of Commitment  Lack of Commitment   
Table 5: The different change approaches and its risk for errors 
The fact that the majority of the change processes fail (70 percent, Kotter, 1996) asks for more insight in 
increasing the effectiveness of change. From the literature we can conclude that the involvement and 
commitment of staff in change management has significant impact on the effectiveness of the change. 
2.2 Change Effectiveness 
In recent years there has been a lot of research done on change management specifically and particularly 
focussed on effective change. We speak of an effective change when the change achieves the desired result. 
Wren & Dulewicz (2005) contend that it is widely accepted that the majority of the initiated change processes 
do not achieve the expected outcome. It is also often not measured afterwards whether the desired result is 
actually achieved.  
One problem is that the effects of interventions (the outcome) are often difficult to measure as many other 
factors impact the final results. Given this problem, many organisations choose to manage on output. This 
means that they will be managed based on end user products: scientific articles (university), police warrants 
(police), judges (court) or number of benefits (social service of a municipality). Output that is easily measured 
and is an easier tool for management to use than outcome that is difficult to measure precisely.  
"Management Effectiveness" means having the perspective and judgment to do the right things. It is about 
leveraging the power of people and their creativity in doing so throughout the repeating cycle of vision, 
execution, and outcome. Far from blind execution of orders, effectiveness requires synthesizing information 
and stepping up to challenge conventional wisdom. Effectiveness is the wholeness of the decisions - it's 
synthesizing and balancing multiple, often competing, objectives in a manner that enhances individuals and 
society with no negative impact. Effectiveness also means the ability to make mistakes and learn from them. 
(Drucker in A lean Journey, Characteristics of Effective Change Management) 
According to Peter Drucker (in A lean Journey, Characteristics of Effective Change Management) there are six 
C’s for effective change management: 
1. Commitment – Empathy and support from the top levels with the ability to persevere through the 
inevitable resistance to change. The willingness to assign good personal and the time and money 
required for the improvement effort; 
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2. Communication – The skill to communicate to the entire workforce on how, when and why change is 
going to occur, combined with the ability to gain their input, ownership and buy-in. Clear and 
frequent communication is the key to dissipate uncertainty and fear; 
3. Consensus – An agreement on the best path to take forward for success. Involvement of the people 
concerned to create ownership and alignment of vision. The greater the connection to the change the 
greater the willingness to change will be; 
4. Consistency – People need to understand that this is not just a fad that will pass, but that you are 
serious about sticking to it. Repeated desirable thinking, behaviors, and practices form the basis of an 
organization’s culture; 
5. Cultivation – Encourage and foster learning and teaching at all levels in the organization. Refine the 
culture of the organization as needs and opportunities change. Make the change relevant to everyone 
within the organization; 
6. Constantly – Regular uninterrupted activity is required for all people in the organization for all the C’s 
above. Always looking to improve all aspects of what we do to add value and eliminate waste. 
Lewin's Force Field Theory of Change Management posits that there are forces pushing for change, and 
therefore develop resistance. Overcoming the resistance force is required. Once the desired state is reached, 
the process "refreezes" to enforce the change. Other change management theorists believe that this process 
of change management is slow and cannot be applied in the current business environment where companies 
need to change rapidly.  
Staff often experiences uncertainties due to organisational changes. They will not be engaged and committed 
from the beginning, without important reasons that convince those (Cummings & Worley, 2001). The Force 
Field Analysis Lewin (1958) provides insight into the forces during the change (Figure 2.1).  
 
Figure 2: Change (Lewin, 1958) 
When an organisation wants to change two work forces are involved, (1) the resistance forces that want to 
keep the situation as it is and (2) forces that want to change the current situation. In terms of Lewin (1958), 
the current situation is first given momentum and then transferred to the desired situation which will then be 
entrenched. When there is change, there will always be supporters and opponents of the change. There are 
people who are enthusiastic about the change and willing to change. In contrast, there are employees who are 
working against the change.  People make change happen if they are guided in the right direction, this 
perspective is also called the red-print thinking (De Caluwe & Vermaak, 2003). 
Results from various studies implicate that the frequent failing of organisational change is a consequence of 
resistance from employees (Maurer, 1996 in Pardo del Val et al. 2003). In line with these results many 
researchers and experts state that the reason for the high rate of failure of change efforts can be found in 
resistance to change (Carr 1995; Kotter,1995; Cozijnsen & Vrakking, 2003; Maurer, 1996 (in Pardo del Val et al. 
2003); Strebel, 1994; Waddel & Sohal, 1998 (in Pardo del Val et al. 2003); Pardo del Val & Martinex Fuentes, 
2003). Several authors also assume that the resistance is the primary reaction to an organisational change and 
must be overcome to create willingness to change. Willingness to change can potentially increase the 
effectiveness of change and make resistance less likely (Armenikas et al, 1993 in De Vos et al. 2003). 
Change 
Willingness/Readiness 
Resistance to Change 
Change Process Current situation Preferred situation 
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To gain insight to the concept of resistance, some of its definitions are discussed below. 
2.3 Resistance to Change 
Communication, incentive plans, improving skills of employees, and the establishment of an inclusive process 
involving the staff in the change are critical components of a strategy change, because they help to overcome 
resistance, and to unfreeze the change process. A combination of information, communication and education 
on the need for change is usually involved in the change process. If people do not fully understand why they 
need to be changed, what must be changed and how the change will be implemented, there will be more 
resistance and more time will be needed to actually change (Jick, 1995).  Lewin (1951) was the first author to 
write about the concept of resistance, he described resistance as the inability or unwillingness to discuss or 
accept changes which are perceived as a threat or damaging to the organisational member.  
There are several authors that described the concept ‘resistance to change’. In the below table the different 
definitions for resistance is summarised: 
Author Definition for Resistance 
Lipitt (1997) Any force directed away from the change objective 
Zaltman & Duncan (1977 
in Pardo del Val et al. 
2003)  
Any conduct that serves to maintain status quo in the face of pressure to alter the status quo 
Ansoff (1990 in Pardo del 
Val et al. 2003) 
Resistance is a phenomenon that affects the change process, delaying or slowing down its beginning, 
obstructing or hindering its implementation and increasing its costs. 
Metselaar (1997) Resistance is a negative behavioural intention toward the implementation of modifications in an 
organisations structure, culture or work and administrative processes, resulting in efforts on the side of the 
employee to hinder or impede the change process 
Table 6: Definitions for resistance 
As can be seen above in table 6, resistance to change is commonly seen as a negative phenomenon with 
regards to the achievement of successful change processes. The word ‘resistance’ is used for all misunderstood 
intentions to change (De Caluwe & Vermaak, 2003).  There are also terms used as "opposing forces”, “oppose” 
and “pressure” which suggests that there is an us & them situation. The introduction of the change comes 
down to putting pressure on reluctant members to organisational change (Cozijnsen & Metselaar, 2002).  The 
negative resistance model often leads to a reaction of management to combat resistance (Goldstein, 1988 in 
Pardo del Val et al. 2003). Precisely this makes staff more resistant which results in the fact that management 
needs to use more authority and power in order to bring the process to a success. 
Merron (1993) mentions that top management should not use the term resistance because it is possible that 
resistance is properly reinforced. Instead, he proposes an approach where the initiative of organisation 
members is encouraged and where their own wishes and desires must be given to heart. The organisation shall 
work with the divers views of the organisation members. Merron (1993) moves the source of resistance to the 
future rather than backward. This means that the uncertainty of the various ideas about the desired situation 
(the future) is a less significant barrier to a successful change than sticking to the familiar routines (past). The 
need and the will of organisation members are often present, but the will and the energy to change must be 
effectively used.  
Fiorelli and Margolis (1993) also believe it is incorrect to approach resistance as a reaction to changes that 
management wants to implement. It is wrong for the resistant reaction of people to approach as a deliberate 
negative reaction. The lack of resistance may just indicate a lack of interest in and commitment to the 
organisation.  
There are more authors who think resistance can be useful to organisations and even question the whole 
concept of resistance to change (Dent & Goldberg, 1999, Metselaar, 1997; Merron, 1993; Piderit, 2000 (in 
Pardo del Val et al. 2003); Goldstein, 1988 (in Pardo del Val et al. 2003). Piderit 2000 (in Pardo del Val et al. 
2003) thinks the concept resistance is investigated too much from the negative side and believes there are 
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positive intentions that motivate the negative reactions. Resistance means employees (at least) took the effort 
to think about the consequences of the change process. 
According to Dent & Goldberg (1999) resistance of an employee is directed towards the potential negative and 
uncertain consequences of the change, not towards the change itself. Dent & Goldberg (1999) also state that 
in some cases resistance makes sense and proper solutions must be found. This is supported by other authors, 
because there is a probability that thinking in terms of resistance and the connotation of it increases resistance 
itself (Merron, 1993; Dent & Goldberg, 1999; Kotter, 1995; Visser, Willems & Ribbens, 2005). The key to 
successful change is to focus on support and involvement instead of overcoming resistance, each employee 
must express his or her desires and it’s the job of the middle manager to listen (Merron, 1993; Piderit, 2000 (in 
Pardo del Val et al. 2003)).  
Goldstein (1988 in Pardo del Val et al. 2003) also believes in a more positive model where management 
responses to arguments that are formed by respect instead by suspicion. Resistance can then be caused by a 
reaction formed out of respect instead of by pressure.  In this view resistance is expressed because people feel 
they are not involved sufficiently with the change and not given the opportunity to provide feedback (Waddel 
& Sohal, 1998 in Pardo del Val et al. 2003). Resistance is an artefact of problems underlying the change, it’s 
viewed as something positive, a welcome reaction to organisational change. It’s healthy and harmless to the 
organisation and gives room for a critical review of the change. It is also viewed as an expression of 
commitment to the company’s survival and performance, and the desire to deal with resistance and 
understanding each other (Metselaar & Cozijnsen, 1997). 
Kurt Lewin was the first psychologist who studied organisational change and resistance that arose when 
implementing a change process. The prevailing thinking about the “resistance to organisational change” has 
been adapted over time. Metselaar (1997) yields the “resistance” in his book to the willingness of employees 
and managers to work to change. This positive change term is called willingness to change, which is a more 
positive approach than focussing on resistance to change. 
2.4 Willingness to Change 
Willingness to Change is a continuum that ranges from positive, Willingness to Change, to negative, Resistance 
(Meyer & Herscovitch, 2001).  The authors mentioned in the previous Chapter (Metselaar & Cozijnsen, 1997; 
Piderit, 2000 (in Pardo del Val et al. 2003); Merron, 1993; Goldstein, 1988 (in Pardo del Val et al. 2003)) do not 
only have a different perspective on resistance, they even replace the concept for a new, positively formulated 
concept: Willingness to Change. According to this view, Willingness to Change of employees and managers is 
essential to the success of an organisational change (Armenakis et al, 1993 in De Vos et al. 2002).  
In the below table the different definitions for the positive approach Willingness to Change are presented: 
Author Definition of Willingness to Change 
Wissema, Messer and Wijers (1986) in Th. 
De Vries (2008) 
"The apparent willingness of people to work on the adjustments arising from the demands 
of the dynamic environment of an organisation to the organisation states" (from 
Metselaar, 1997).  
 
Wissema et al (1986) in Th. De Vries (2008) “Wilingness to change is expressed through the visible willingness of people to participate 
in the modifications that the environment demands from an organisation.”  
 
Metselaar, (1997) "A positive behavioural intention of a member of the organisation regarding the 
introduction of changes in the structure, culture or practice of an organisation or 
department”. 
 
Table 7: Definitions of Willingness to Change 
Lewin (1951) assumed resistance to be intrinsic to employees, but can be found through the whole system and 
thereby influence managers and employees in the same way. In the literature we can identify eight drivers of 
willingness to change (in Th. De Vries, 2008): 
1. Urgency and understanding of the nature of the change can decrease the uncertainty amongst 
employees and through this enhance the willingness to change (Kotter, 1995; Armenikas & Harris, 
2001; Dent & Goldberg, 1999). Therefore employees need to understand what and who exactly is 
subject of change, what are the goals of change, what is the vision, which steps have to be 
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undertaken, where it will lead us and what is expected from them. It is also important for employees 
to have a sense of the urgency of the change and know what the difference between the current and 
new situation will be.  
2. Another important factor that increases willingness to change is to have a shared vision on what is 
best for the organisation (Kotter, 1995; Armenikas & Harris, 2001; Dent & Goldberg, 1999). If 
employees are somehow dissatisfied with the current situation, agree on its underlying problem and 
share the same vision on how to dissolve this state and improve the performance of the organisation, 
increases willingness to change. 
3. A third driver for willingness to change is the outcomes it will have for the employees’ work (Kotter, 
1995; Armenikas & Harris, 2001; Dent & Goldberg, 1999). The willingness to Change increases if the 
change causes benefits to be larger than losses of aspects important to an employee’s job. Factors 
like security, status and incentives that match the change can enhance the willingness to change. It 
should also be noted that disconnecting social relationships can decrease willingness to change. The 
happier your neighbour is about the change, the happier you are.  
4. Therefore supportive organisational behaviour of colleagues, superiors and top management is a 
fourth factor that contributes (Metselaar & Cozijnsen, 2005; Kotter, 1996; Armenikas & Harris, 2001; 
Dent & Goldberg, 1999). Not only support, but also visible commitment is important. Everybody, 
especially top management should walk the talk. “Just do as you are told” won’t work with change 
processes, employees like to be involved in and informed on every aspect of the change. 
5. In order to achieve satisfaction on involvement and communication, the fifth driver of Willingness to 
Change is, that change should be flexible and employees should be able to participate in the design 
and development of changes (Kotter, 1996; Armenikas & Harris, 2001; Dent & Goldberg, 1999; Coch & 
French, 1948). Frequent, day-to-day two way communication incorporated in daily activities about 
developments, wins and loses concerning the change contributes to a sense of willingness to change. 
6. A sixth factor that influences the willingness to change is the availability of required resources 
(Metselaar & Cozijnsen, 2005; Dent & Goldberg, 1999). Employees need to have the time, money and 
skills and knowledge to execute the change. Training, information meetings, man hours, budget can 
contribute to the believe it is possible to make the change happen and therefore create willingness to 
change. 
7. Trust and confidence (Armenikas & Harris , 2001; Dent & Goldberg, 1999). When having the required 
resources, the employees gain confidence in their own ability to perform and succeed, which on their 
turn increases their willingness to change. Other aspects that can increase trust and confidence in the 
change are experience with previous change or having role models for change similar to the current 
change.  
8. Finally there is the aspect of timing as a driver for willingness to change (Grimaud, 1994; Metselaar & 
Cozijnsen, 2005). The timely support of an important player and colleagues, enough time at hands, 
physical and mental fitness of employees and presence at time of transfers all contribute to the 
willingness to change. 
Existing instruments for mapping out willingness to change are genuinely focussed on one dimension that 
applies to willingness to change (Holt et al, 2007 in Th. De Vries 2008). Willingness to change of an employee 
is, according to Holt et al (2007 in Th. De Vries 2008) more a multi-dimensional construct instead of a one 
dimensional construct, which comprises: 
 The Content  attributes of the change being introduced; 
 The Context  attributes of the environment in which the change is introduced; 
 Process  the steps taken to implement the change; 
 The employee  attributes of employees on which the change is applied. 
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If an implementation in an organisation takes place, there are always more people involved, all with their 
personal intentions. This is consistent with the "Theory of Planned Behavior” by Ajzen (1991 in Metselaar 
1997).  The model of Ajzen (1991 in Metselaar 1997) provides the ability to predict human behaviour and 
dispositions. A disposition is a fixed pattern of behaviour. The behaviour is affected by the intention to 
behaviour. This intention, motivation as this is also called, is determined by two variables: (1) the attitude 
towards the behaviour. This is the degree to which an individual expects positive or negative outcomes from 
the behaviour, (2) The subjective norm on behaviour. This is due to pressure from the environment that the 
person experiences (Metselaar, 1997). The theory of planned behaviour is often used to explain and predict 
behaviours. The model shows only limitations in the prediction of behaviour and intention when individuals do 
not have full control over their behaviour. Therefore, Ajzen (1991 in Metselaar 1997) added a third variable to 
the model which is called (3) behavioural control. This behavioural control affects both behaviour and 
intention, the extent to which a person is convinced of the feasibility of the target (Ajzen, 1991 in Metselaar 
1997). Below is the model graphically (Figure 3) displayed: 
 
 
 
 
 
 
 Figure 3: Model of planned behavior (Ajzen, 1991, from 
Metselaar, 1997). 
The three variables attitude, subjective norm and behavioural control determine the behavioural intention of 
an individual, while the main determinant of the targeted behaviour is the intention. The intention is an 
indication of to which extent people are willing to conduct and express the amount of effort (Cozijnsen & 
Metselaar, 2002).  
A simple example illustrates the basic principles of the model of Ajzen (1991 in Metselaar 1997). If someone 
wants to quit smoking, the decision to stop is influenced by his attitude towards smoking, the prevailing 
behavioural norms on smoking and perceived control in relation to stop smoking. The intention to quit will be 
greatest when positive outcomes are expected (e.g. saving money, better health, etc.), the area that 
encourages conduct (e.g. through support, giving compliments) and we thought that we can actually stop 
smoking.  
Metselaar (1997) used the model of Ajzen (1991 in Metselaar 1997) as a starting point to explain willingness to 
change. He mapped out the willingness to change, change behaviour and the three determinants (attitude, 
subjective norm and behavioural control). Metselaar (1997) calls his model the DINAMO model that literally 
means "Diagnostic InveNtory for the Assessment of the willingness to change among Managers in 
Organisations". The premise of the DINAMO model is the assumption that the willingness to change is 
presented as a positive behavioural intention and resistance can be represented as a negative intention 
(Metselaar, 1997, Cozijnsen & Metselaar, 2002).  The first determinant is the attitude towards the 
organisational change. This attitude is influenced by the expected positive and negative outcomes. The second 
determinant is the subjective norm regarding the organisational change. Standards are created by the social 
group and the attitudes of others. The third determinant is the perceived behavioural control. This is the 
perception whether the appropriate behaviour can actually be shown. According to this model attitude, norm 
and behavioural control determine the intention to change. Behavioural intention, finally, leads to actual 
behaviour or Willingness to Change (in this case, the behavioural support). Metselaar (1997) has narrowed 
down the model of Planned Behaviour from Ajzen (1991 in Metselaar 1997) in order to focus on 
"organisational change”. Attitude is determined by impact on work, the emotions associated with change, the 
(personal) value to the organisational change and the degree of involvement in the change. These four factors 
determine the extent to which someone wants to work on the organisational change. The standard is to some 
Attitude 
Subjective 
norm 
Behavioural 
control 
Behavioural 
intention 
Behaviour 
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extent by the attitude of some colleagues regarding the need for organisational change and the experienced. 
Finally, one can only contribute to the organisational change if they have the necessary knowledge, experience 
and information. The degree of uncertainty, complexity and timing of the organisational change play a role 
(perceived behavioural control). Metselaar (1997) has made a translation of the variables from the model of 
Ajzen (1991 in Metselaar 1997). On this basis Cozijnsen & Metselaar (2002) later made the classification Want 
(attitude), Must (subjective norm) and Can (behavioural control) change. 
The DINAMO model is an excellent starting point for a study of willingness to change. However it requires 
additional investigation for missing variables or new variables need to be added to replace older variables 
(Cozijnsen & Metselaar, 1997). Moreover, in the years following the validation of the DINAMO model relevant 
concepts have appeared. It is for this reason that Th. De Vries (2008) conducted an investigation with the aim 
to develop a more accurate tool to measure willingness to change.  
The model of Th. De Vries (2008) is built from the model of Holt et al (2007 in Th. De Vries 2008), where the 
variables Intention to Change and Willingness to Change is replaced with the model of Ajzen (1991 in 
Metselaar 1997). According to Th. De Vries we may conclude these dimensions need to be integrated in a 
model of willingness to change, which is shown in the below figure: 
 
Figure 7: Dimensions Willingness to change, Holt e.a. (2007) 
 
 
 
Th. De Vries (2008) tested the DINAMO model against the previously proposed criteria for a willingness to 
change model, which can be described as follows. Metselaar (1997), applied the Ajzen model to the willingness 
to change of employees and thus developed DINAMO. The dimension of the DINAMO Affection is related to 
the variables: implications for the daily work, emotions and added value to the organisation. The Subjective 
norm dimension is related to the variables: attitude of colleagues and the Perceived Behaviour Control 
dimension is related to the variables: experience with change, time and capacity, management of change and 
complexity of change. The dimensions  Affection and Subjective norm are related to the employees intention to 
change. The Dimension Perceived behaviour control is also related to the intention, but also plays a role in 
translating the intention into behaviour that supports the change (Metselaar, 1997).  
When the DINAMO variables are tested to the dimensions which are according to Holt et al (2007) related to 
willingness to change of staff, it appears DINAMO pays attention to the process dimension by the variables 
management of the change and time and capacity, the content dimension by the variables value for the 
environment and the complexity of change and the employee dimension by the variables consequences for the 
daily work, emotions and experiences with change. The context dimension is only represented by the variables 
attitude of colleagues.  
In contrast, according to Cozijnsen & Metselaar (1997) DINAMO does not have a conclusive explanation for 
change intentions that do not result in change supportive behaviour, indicating clearly that alternative 
variables should be added and/or variables need to be replaced (Th. De Vries, 2008). 
Content dimension Context dimension 
Process dimension Employee dimension 
Intention to change Willingness to change 
Figure 4: Th. De Vries built model from the model 
of Holt et al (2007) and the model of Ajzen (1984) 
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Below the model of Th. De Vries (2008) is presented: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
De Vries proved a correlation between all the variables mentioned in his model and the Intention to Change of 
Staff. There is also a proven correlation between the Intention to Change of Staff and the Willingness to 
Change of Staff, which means that the Intention to Change affects the Willingness to Change. 
2.5 Middle Management Commitment to Change 
In this section, the middle management commitment to change is discussed. Before proceeding with the 
discussion of this variable, there will be, based on the reviewed literature,  a definition for the concept Middle 
Management formulated.  
2.5.1 Middle Management 
A lot of authors have done research on Middle Management and have defined several definitions. Also they 
have identified the various roles middle management plays within the organisation. In the below the different 
definitions of a Middle Manager are presented: 
Author Definition of Middle Manager 
Huy (2001) / Floyd (1997) The middle manager is generally positioned, mainly two layers below the CEO and a layer above the 
operational layer. A middle manager is someone who directs a unit and operational work that is 
exempt for this task. The middle manager is leading groups of five to one hundred people.  
Huy (2001) Any manager two levels below the CEO and one level above line workers and professionals 
Floyd & Wooldridge (1997) Middle managers perform a co-ordinating role where they mediate, negotiate and interpret 
connections between the organisation's institutional (strategic) level and technical (operational) levels 
Balogun (2003)    Managers between the highest and lower levels, who connect the organisation's strategic and 
operational levels 
Figure 5: Tool to measure Willingness to Change                             
(Th. De Vries. 2008) 
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Stoker & De Korte (2000) A man in the middle, who not only acts as a coach, an entrepreneur and a change agent, but also as 
leader, assessor and employer 
Table 9: Definitions of the Middle Manager 
Mintzberg has done research on the role of middle managers and, according to Mintzberg, the core tasks of 
the middle manager are the collection and distribution of information. Contacts and communication activities 
are therefore not tasks that interrupt his work but are just a very large part of his work. To acquire this 
knowledge the manager is not afraid to circumvent formal hierarchical ways. Mintzberg concludes that the 
main elements of the work of a manager are time and information!   
This endorses the position of middle managers in the traditional organisational structure as described by 
Mintzberg. The value middle managers add to the organisation have been reduced to four roles (Huy, 2001):  
1. The entrepreneur: The middle manager who stands close to the workplace, customers and daily 
operations has a better picture of what is at stake in the company. Therefore these middle managers 
often have good ideas that can add value to the company, provided offcourse they are heard by 
senior management;  
2. The communicator: Middle managers are also in an ideal position to discuss new ideas and to 
communicate changes within the company. They play a crucial role in the implementation of change, 
in particular through their informal networks. Middle managers know the informal hierarchical 
structure of the organisation and know who they should have as ambassadors. They also know how to 
communicate with different people to achieve success;  
3. The therapist: The middle managers can and must ensure a good working environment during and 
despite the changes. Despite the turbulent times they need to create stability and a safe working 
environment for employees. They can, by their individual approach, unveil the actual reasons for 
people's views and thereby eliminate or at least mitigate problems;  
4. The tightrope walker: The last part outlines the middle manager as the problem solver that on one 
sides takes care of the necessary change and on the other side protects/safeguards the continuity. 
The middle management is running things, both in terms of change and the daily routine.  
The strategic role a middle manager can play is primarily a matter of experience and sense of feeling of the 
experiences of colleagues. The middle manager needs to build a comprehensive sematic and socio-cultural 
knowledge, in order to make the processes clear to everyone. He needs to be able to enthuse all involved 
people for an impending change. Middle managers need to have a talent and the power to mobilise the people 
around a change process. The middle manager needs to have the authority to delegate work to people in 
different layers of the company as there is an 'alliance' needed to make change happen. An important 
advantage is that when it comes to the crunch, the middle manager can circumvent formal organisational 
rules, and its power can then be used at all levels of the organisation. The middle manager must be able to 
create a collective interaction between the stakeholders.  
The Bolweg-model divides the relationship between a manager and an employee into 3 parts: a co-operation 
relationship, a compensation/negotiation relationship and an authority relationship. (Stoker en De Korte 
2000). It’s part of a manager’s responsibility to move between co-operation, compensation and coercion, 
depending on which of these relations is dominant at a given moment. (Stoker en De Korte 2000).  According 
to Bolweg, changing conditions in organisation lead to a diminished dominance of the co-operation 
relationship and the supremacy of the negotiation and the authority relationship (Stoker en De Korte 2000). 
In many articles the importance of the role of middle manager as change manager is increasingly stressed. The 
middle manager sits between the top and the operational level and can therefore contribute significantly to 
the organisational change in two ways. Floyd (1997) describes this as the first, the transfer of entrepreneurial 
ideas to top management and also translating and communicating strategy and changes to the operational 
layer. Floyd & Wooldridge (1992, 1994, 1997) have done extensive research into the role and importance of 
middle managers in organisations. They argue there are two ways in which the influence of middle managers 
in strategy formulation can affect the performance of an organisation, namely a higher quality of strategic 
decisions and a more efficient implementation. Floyd & Wooldridge (1992, in 1994) discovered in addition, 
four types of specific strategic activities of middle managers who influence the strategic orientation of an 
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organisation. In later studies Floyd & Wooldridge (1997) draw that the strategic influence of middle managers 
is derived primarily from the fact that they are able to mediate between internal environments and between 
internal and external environments. They conclude that when differences in the strategic direction of the 
subunit relative to the external environment or in relation to the overall strategic direction increase, the 
strategic influence of the middle manager will increase as well. The middle managers are the antennae of the 
organisation. The most important finding of Floyd & Wooldridge is that strategic consensus towards a change 
needs to be achieved for the change implementation to be successful. 
Balogun (2003) has studied how middle managers themselves undergo change and experience and thus 
deepen the research activity "implementing deliberate strategy” as previously described by Floyd and 
Wooldridge (1997).  Balogun has discovered four roles which are fulfilled by middle managers at the time of 
change, and describes the middle manager as “change intermediary”.  
Stoker & de Korte (2000) have investigated the cases what middle managers really have to deal with and how 
they deal with change. They put extra emphasis on the basis of their research, the complexity of the function 
of the middle manager that has two aspects: (1) On the one hand, a part of the complexity of the middle 
management is inherent to the function of "in-between". From two sides are expectations that should be 
respected by middle management, this tension is inherent in the function and therefore insoluble. (2) 
Moreover, the complexity of the function is characterised by a tension between the wishes of the middle 
manager and his or her discretion, which constantly limit the ideology of management. Middle managers may 
experience this as a tension between freedom and helplessness.  Stoker en De Korte (2000) also conclude that 
several organisations ideally see their middle managers in changing conditions as ‘coach’. Middle managers 
also perceive themselves as coach. However, employees perceive their own managers quite differently. 
According to them middle managers are considerate, show less initiating structure, and are moderately 
charismatic and participative. Stoker en De Korte (2000) therefore concluded that the middle manager in 
practice does not correspond with the ideal coach that he is supposed to be. 
Besides the great complexity Stoker & De Korte (2000) discovered another major feature of the function of the 
middle manager which they describe as the pendulum motion. The existing expectations in the organisation, 
especially at the higher management levels, towards the position and role of middle managers are constantly 
in motion. Along with a change in the organisation, the role of middle manager is being upgraded. These 'new' 
middle managers are expected to do their job under the same conditions as before the change with the same 
staff, same instrumentation, under the same senior management, within the same market constraints and the 
same culture. The Innovational change is diluting and quite soon disappointments over the results of the 
change emerge. The expectations and the associated responsibilities of middle managers are being revised 
downwards. This continues until senior management decides that the current middle managers are not 
capable of driving the business and the change and that the organisation needs a better, stronger and more 
educated middle management and the cycle begins again. Despite these oscillations, the width of the function 
of the middle manager, after each pendulum increases, together with the complexity and importance of the 
middle manager for the organisation.  
It can be indicated that the middle manager is usually not to be envied. He or she is exposed to an upward and 
downward pressure. The middle manager is usually not involved in the formation of strategy, but it should 
translate the strategy to the organisation which is part of the responsibilities of the middle manager. 
Especially as the resistance to change is released at the middle manager, while his/her discretion is very 
limited. The middle manager has to do with excellence in the following paradoxes:  
 Change is necessary, but may result in implementing a change because of the change, and ultimately 
no change is successfully implemented. The organisation doesn’t allow an opportunity for innovation 
to stick. After a change a stabilisation time is needed for employees, suppliers and customers to get 
used to and work in the new situation (see table 5 Page 13, Risks for errors).  
 Attention and investing in people is crucial for obtaining the necessary effort in implementing and 
executing the tasks in order to achieve the goals. Too much emphasis on involvement and 
commitment can result in the organisation being inefficient and ineffective. A leader is so lost in 
involving with the ups and downs of his staff that he does not dare to take more responsibility for 
poor performance.  
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 Achieving goals is extremely important. The mere pursuit of goals can lead to employees becoming 
weary and in a state of burn-out, and the goals will not be realised.  
A successful change agent or middle manager, who must implement the change will propagate a 
transformational leadership style, which goes beyond transactional leadership and motivate subordinates to 
identify with the vision of the leader and to sacrifice their own interests for that of the group or the 
organisation (Eisenbach, Watson, & Pillai, 1999). Where in a stable organisation, the charisma and visionary 
aspects of the transformational leader is not necessary (Hinkin & Tracey in Eisenbach 1999).  
The literature has shown that the (transformational) middle manager must have a number of skills and 
competences in order to be capable to implementing effective change. These skills are schematically outlined 
in figure 6 below.  The skills and competencies specified by author can be found in Appendix A Page 47 
enclosed to this document. 
 
 
 
 
 
 
 
 
 
One of the most important skills and competencies a middle manager needs to have in order to effectively 
implement change, is the commitment to both the organisation and the change process itself. 
In general we can speak about organisational commitment and commitment to implement a change process. 
Both variables are discussed in the below sections. 
2.5.2 Organisational Commitment 
In the scientific field, commitment is defined in different ways. There is a definition based on a one-
dimensional construct (Porter, Steers & Mowdays, 1979 in Lines 2004) and there are definitions based on a 
multidimensional construct (Allen & Meyer, 1991, O'Reilly & Chatman, 1986 (in Lines 2004)).  In the below 
table the different definitions of commitment are outlined: 
Author Definition of Organisational Commitment  
Torka, 2003 Commitment is a relatively stable attitude to ideas, objects or persons. Each posture can 
be seen as a combination of attitudes, feelings and appreciation and provides a certain 
condition for that line to act 
Allen and Meyer (1990) Commitment is a psychological stage, a mindset that binds the individual to an object 
Mowday et al (1979 in Lines 
2004) 
The way in which an individual can identify and is committed to an organisation, is 
prepared to perform above average, and wants to continue to be member of the 
organisation. 
Herscovitch & Meyer (2001) Commitment is a force (mind set) that binds an individual to a course of action of 
relevance to one or more targets. 
Table 10: Definitions of Organisational Commitment by different authors 
Inter-personal 
skills 
Intra personal 
skills 
General OD 
knowledge 
General 
consultation 
skills 
Figure 6: Skills & Competenties (Cummings & Worley, 2005) 
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The diversity of definitions is analysed by Herscovitsch & Meyer (2001) and there are two common 
characteristics: commitment is seen as a binding force, which also directs behaviour. Commitment itself is not 
an act, but a handle to one or more behaviours.  
The definitions of commitment give reason to think that commitment is a psychological stage that directs 
behaviour. This stage may psychologically involve several objects. People in the private sphere usually have 
several places where they feel a certain degree of commitment. They can feel connected to several people 
(spouse, children, friends and acquaintances), objects (cars, house) and ideas (religion, politics). The literature 
on organisational commitment was first generally related to an object, namely the organisation as a whole (eg 
Porter, Steers & Mowdays, 1974 in Lines 2004). This means that the various constituent elements of that 
organisation, as colleagues, departments and management are generalised (Van Breukelen, 1996. Peeters and 
Meijer (1995) presupposing the employee does not perceive organisation as a whole. They do not have a 
general feeling of commitment, but different "commitments" with respect to multiple reference groups within 
the organisation. The individual can, as in the private sphere have a different degree of commitment to various 
issues, such as work, the department, the management or as in the case of this study to a change process. 
There are several scientific studies that underpin this distinction.  
Commitment can also be seen as a psychological contract (Rousseau, 1995, Millward & Hopkins, 1998). A 
psychological contract is an unwritten agreement that exists between an individual and the object, the 
organisation or in the case of this study the change process. The psychological contract provides an indication 
of the mutual expectations and the relationship that this exchange takes place. We can make this distinction in 
a relational psychological contract, or the emotional commitment and transactional psychological contract, the 
rational commitment.  
Millward and Hopkins argue that workers experience a higher degree of commitment to their work than to 
'the organisation'. This could be because the work itself has more meaning and is more visible, than the 
abstract organisation. This prediction is confirmed in their studies and it is shown that the psychological 
contract is defined by work commitment and organisational commitment by little.  
That there are different objects of commitment is also shown by Peeters and Meijer (1995). They distinguish 
between commitment to the organisation, department and work. They demonstrated that commitment by the 
department was greater than with the organisation. Their conclusion is that workers are more likely to feel like 
a member of a group whose membership is concrete (the department which they work), then a group whose 
membership is abstract (the organisation as a whole). 
Becker and Billings (1996 in Herscovitch & Meyer 2001) distinguish even four points in exploratory research: 
the group, the boss, top management and the organisation. In this study they show that employees may have 
a higher degree of local commitment (work, colleagues) than globally (the organisation). 
Four types of organisation commitment are identified in the literature (Herscovitch & Meyer; Allen & Meyer, 
1990; Breukelen, 1996): Affective, normative, continuance and calculative. 
- Affective commitment refers to an emotional connection to the change project/organisation. 
Elements of importance to this type of commitment are identification with the change/company, 
internalisation with its goal, norms and values, and emotional attachment through social contacts 
with colleagues within the organisation; 
- Normative commitment concerns the moral obligation employees feel towards the organisation. For 
example not wanting to leave colleagues behind; 
- Continuance commitment is about the costs an employee associates with leaving the organisation 
(because of the change). The aspect of reward is important with this component. This type of 
commitment is mostly connected to a lack of alternative organisations to work at. 
- Calculative commitment is waging the pros and cons, or costs and revenues of continuing being 
member of an organisation.  
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2.5.3 Change Commitment 
One of the most common definitions of commitment to an organisation and in the case of this research to a 
change project (assuming that a change project can be perceived as an organisation) is from Porter, Mowdays, 
Bouliane and Steers (1974 in Lines 2004). According to them an employee shows commitment if he or she 
identifies him/herself with and is motivated to a change process. Porter characterises this commitment by 
three factors: (1) a strong belief and acceptance of the goals and values of the change process, (2) the will to 
make extra effort to meet the goals of the change process and (3) a strong desire to remain a member of the 
change process (an employee can identify strongly with this group).  
Change Commitment can also be seen as an object of commitment. It is the commitment an employee shows 
to the change process being implemented. Different variables impact the concept, the psychological contract 
to the change process. 
Herscovitch and Meyer (2002) have narrowed down affective, normative and continuance commitment to 
organisational change. They examined these three components of engagement in relation to organisational 
behaviour during change processes (cq. Willingness to Change) and distinguished between three different 
levels of work relevant in relation to organisational behaviour. The three relevant work practices that they 
distinct are 'compliance', 'cooperation' and 'Champion'. Compliance is seen as the minimum positive 
behaviour: if no 'compliance' is present, there is "resistance to change" (no willingness to change). There is 
"cooperation" when someone follows the change. Lastly is 'Champion' for the personal sacrifice and 
promotion of the value of the change to others. They also concluded that employees with insight to the 
process and that see the advantages of it can be affectively committed and as a consequence feel the need to 
support the change process. Continuancely committed employees acknowledge the costs if the organisational 
change cannot be carried out properly. When the positive consequences surplus the negative, the employee 
will support the change. Employees who are normatively committed feel obliged to support the change 
because they experience positive consequences of the change for their position within the organisation. When 
looking at organisational change this means that an employee feels obliged to commit to the change when he 
or she indulges positive consequences of it for their position. 
Hescovitch & Meyer (2002) conclude that commitment to change is a better predictor of supportive behaviour 
towards change than organisational commitment. This implies that employees who are involved with a change 
will make more effort for the change to succeed than employees who are merely committed to the 
organisation. Another important finding of Herscovitch & Meyer (2002) is that affective and continuance 
commitment cause higher levels of support with organisational changes than normative commitment. De 
Gilder et al (1997) agree on this conclusion as they conclude that Affective commitment is the most desired 
type of commitment, because it is the best predictor of employee behaviour towards the change. Perhaps the 
most important finding is that these components of commitment can predict the change behaviour of 
managers. 
The model of Herscovitch & Meyer is based on the model of Meyer & Allen regarding organisational 
commitment. Herscovitch & Meyer specified this model to commitment to implementing a change process. 
Meyer & Herscovitch (2001) argue that the ´core essence´ of commitment should be the same regardless of 
the target of that commitment. On the basis of a review of existing definitions, they suggested that 
commitment, in general, can be defined as ´a force (mind set) that binds an individual to a course of action of 
relevance to one or more targets´. Following Meyer & Allen (1991), they argued that this force, or mind set, 
can take different forms: 
 Desire  A desire to provide support for the change based on a belief in its inherent benefits 
(Affective commitment to change) 
 Perceived costs  A recognition that there are costs associated with failure to provide support for the 
change (Continuance commitment to change) 
 Obligation  A sense of obligation to provide support for the change (Normative commitment to 
change) 
That is, employees can feel bound to support a change because they want, have to, and/or ought to. 
Herscovitch & Meyer proved that these mind sets can be measured and shown to be distinguishable from on 
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another, and from mind sets relating to other workplace commitments, most notably commitment to the 
organisation itself. The model of Herscovitch & Meyer (2001) is displayed in the figure below: 
 
 
 
 
 
 
As is clear from the literature, there is a distinction between rational commitment (transactional psychological 
contract) and emotional commitment (relational psychological contract). Below are the two different types of 
commitment in more detail. 
2.5.4 Emotional Commitment 
Emotional commitment can be defined as follows:  
• The identification, personal and emotional attachment to bond with the object of change and therefore the 
change process. This form of commitment results in a "want" to strongly to commit to change in order to 
remain a member of the change project and ultimately the organisation as a whole; 
• The feeling of an obligation to heavily commit to the change process. This sense of obligation results in a 
moral "duty" to commit themselves to the change process and the organisation as a whole.  
Emotional commitment is closely linked to the sense of urgency necessary for successful implementation of a 
change process. Kotter (1995) states:  
"Real change involves multiple steps. When urgency starts to abate, the whole effort can easily collapse. The 
first step, and the one people struggle with the most is: How to generate and portray real urgency. When 
change becomes continuous, a send of urgency becomes an ongoing requirement. It just doen't happen at the 
beginning of a change effort. "  
2.5.5 Rational Commitment 
Rational commitment can be defined as follows:  
• The recognition of the individual costs or "losses" at stake. This form of commitment results in  individual 
feelings of ‘having to change' because you lose too much if you don’t. Personal interest is put here first. 
2.6 Commitment to Change and Willingness to Change 
What makes one middle manager more effective than other middle managers in implementing change? What 
is known about effectiveness? In the literature, specifically links are made between successful change and 
approaches, skills and successful change, successful change and attitude change and commitment and 
successful implementation. 
In order to achieve change, creating commitment among employees is essential (Sminia & Van Nistelrooij, 
2006). Commitment increases if he or she is informed about the change by the supervisor (Metselaar, 2005). 
By creating commitment, employees will show the desired behaviour, and through this the organisation’s 
effectiveness will increase. Being actively involved with the change process gives employees a sense of 
ownership and responsibility for the outcomes of it (Cummings & Worley, 2005). A classic study of Coch and 
French (1948) at the Harwood Manufacturing Cooperation shows how employees, who participate with the 
introduction of the changes, experience this sense of ownership and therefore show less resistance and a 
higher productivity.   
Organisation Involvement is one of the most important determinants for a successful organisational change. 
The more an employee identifies with the organisation, the higher the organisational commitment to the 
Figure 7: Change Commitment, Hercovitch & Meyer (2001) 
 
Desire to Change  
Affective commitment  
Recognition to Change  
Continuance commitment  
Obligation to Change  
Normative commitment  
Level of commitment 
to the change initiative 
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organisation and the larger the organisational commitment to the organisation and the greater the willingness 
to accept organisational change. Employees with a low level of commitment complained more about changes 
within their organisation than employees with high organisational commitment (Meyer & Herscovitch, 2002).   
De Vos et al (2002) examined the effects of emotional involvement in organisational change. Emotional 
involvement is strongly related to organisational commitment. Positive emotional involvement results in a 
higher organisational commitment to organisational change.  
Nutt (1998) in his case study shows that the involvement of staff in change management has significant impact 
on the effectiveness of the change.  
The creation of Willingness to Change amongst employees, according to Fenton-O'Creevy (1996) is extremely 
important, but not always easy. Lack of skills, fear for their own position, resistance and not getting support 
from top management to change the mentality can be a blockade when implementing a change process. A 
study of Fenton-O'Creevy (2001 in Balogun 2003) shows that top management often fails to properly involve 
staff and middle management in organisational change. Especially middle management should be involved in 
forming the ideas around the change. The middle manager is the one who usually needs to implement change 
and who needs to communicate the change to the employees.  
Rune Lines (2004) comes to the conclusion that a lot of research has been done on commitment but this is 
usually limited to looking at simple processes such as the impact of commitment on job satisfaction and 
productivity. There has been done little research on the impact of commitment on strategic change processes. 
To reduce the gap in knowledge in the impact of commitment on strategic change processes, Lines looks at the 
relationship between two forms of commitment and successful strategic change. Besides consultative 
engagement where employees are primarily consulted, informed and therefore have little impact, he also 
looked at involvement with veto rights. To measure whether the change process has been implemented 
successfully Lines used three variables:  
• The degree of realisation of the change objectives; 
• The degree of resistance / change readiness; 
• The degree of commitment after the change. 
Besides this main question Lines also looks at the influence of a few variables that may be of influence such as:  
• The extent to which the change is consistent with the organisational culture; 
• The extent to which the change will reduce costs; 
• The extent to which the change will result in more or less job variety. 
The conclusions of Lines research is that involvement has a significant relationship with strategic change and 
there is a significant negative relationship between commitment and willingness to change. Lines has an 
explanation for the influence of commitment on Willingness to Change. Willingness to change is primarily 
determined by comparing the expected outcome of a change with an individual’s objectives and norms and 
values. According to Victor Vroom’s Expectancy theory resistance (the opposite of willingness to change) will 
arise when there is uncertainty about the outcome or if the individual expects a negative outcome. Involving 
employees in the early stages may affect the expected negative outcome which will result in a more positive 
image of the change outcome. 
2.7 Central concepts of this study 
After the literature review definitions for the central concepts of this study can be defined, which are 
presented in the table below: 
Change Planned change is a conscious process in which they use knowledge. The change is based on the right culture and 
cooperation within the organisation. (Bennis et. al, 1976). 
Middle manager The middle manager is a person that is working at least two levels below the CEO and at least one level above 
the floor. A middle manager is someone who directs a unit and operational work that is exempt for this task. The 
middle manager is leading groups of five to one hundred people  (Huy, 2001). The middle manager performs in a 
co-ordinating role in which he/she mediates, negotiates and connects the strategic and the operational levels of 
the organisation (Huy, 2001; Floyd & Wooldridge, 1997; Balogun, 2003; Stoker & De Korte, 2000). 
Commitment Commitment to change is a force (mind set) that directs behaviour deemed necessary for the successful 
implementation of a change initiative (Herscovitch & Meyer, 2001). 
Emotional 
Commitment 
A combination of Affective and Normative Commitment. Affective Commitment refers to the emotional 
connection to the change process. Elements of importance to his type of commitment are identification with the 
company, internalisation with its goals, norms and values, and emotional attachment through social contacts 
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with colleagues within the organisation. Normative commitment concerns the moral obligation employees feel 
towards the organisation. For example not wanting to leave colleagues behind.  (Herscovitch & Meyer, 1990) 
Rational 
Commitment 
A combination of Continuance Commitment and Calculative Commitment. Continuance Commitment is about 
the costs an employee associates with leaving the organisation or not supporting the change process. The aspect 
of reward is important with this component. This type of commitment is mostly connected to lack of alternative 
organisations to work at. (Herscovitch & Meyer, 1990) 
Effectiveness of 
change 
The effectiveness of change in the scope of this study is expressed in the terms of Willingness to Change and is 
therefore deemed necessary for driving effective change 
Resistance Resistance is a negative behavioural intention towards the implementation of modifications in an organisations 
structure, culture or work and administrative processes, resulting in efforts on the side of the employee to 
hinder or impede the change process (Metselaar , 1997) 
Willingness to 
change 
A positive behavioural intention towards the implementation of modifications in an organisations structure, 
culture or work and administrative processes, resulting in efforts on the side of the employee to support or 
speed up the change process (Metselaar, 1997) 
Table 11: Central concepts of the study 
2.8 Conclusion and Conceptual model 
2.8.1 Conclusion of the literature review 
After the review it is clear that change is an important phenomenon in organisations today. Faced with 
increasing competition and rapidly changing demands in the market, organisations feel increasingly compelled 
to change. Requirements hereby made are that change should be implemented quickly and effectively. 
There is a number of different types of change processes that can be defined. Some authors make distinction 
between continuous and incremental change. According to Burnes continuous change describes departmental, 
operational and ongoing changes, while incremental change is concerned with organisation wide strategies 
Most authors widely agree that four types of change exist in these categorisations: fine tuning, incremental 
adjustment, modular transformation and corporate transformation. Cozijnsen & Vrakking (2003) show in their 
history of change management that the ‘planned change’ has the longest tradition. Authors that speak of 
planned change or a change with a fixed target are Cozijnsen & Vrakking (2003), Bennis et al. (1974) en 
Zaltman & Duncan (1977 in Pardo del Val et al. 2003). 
Kotter (1995) however states that around 70 percent of the initiated change processes do not reach the 
ultimate goals and defines 8 possible errors in implementing change. You can think of "Establishing a not great 
enough sense of urgency," not creating a powerful enough guiding coalition ',' lacking vision ',' under 
Communicating the vision by a factor of ten ',' not removing obstacles to the new vision ',' not planning for or 
Systematically Creating short term wins', 'declare victory too soon', 'not anchoring changes in the corporations' 
culture' and 'lack of commitment ". 
Higgs & Rowland (2000, 2005) conclude that especially in complex change projects, a ‘planned change’ 
approach in most cases does not deliver the desired results. Boonstra (2000) believes that the backgrounds for 
the slow change should be sought primarily in the actions of actors and the planned approach to change. We 
can conclude from those two research conclusions, that quite often planned change is subject to failure. 
Perhaps this is caused by the fact that Planned change projects are most of the time implemented from top 
down, which implies that the behaviour of actors is very important. Carr (1995) even concludes that the 
behaviour of employees and managers within the organisation, is 75 percent of the time, the most important 
factor for failure of organisational change. The crucial factors here are the resistance against the coming 
changes or the willingness to change (Metselaar & Cozijnsen, 2002).  
From the literature review we can also conclude that a lot of research has been done into the effectiveness of 
change processes and the influence of middle managers on the implementation of the change process. In 
many articles from different authors (Floyd & Wooldridge, 1997, Balogun, 2003, Stoker & De Korte, 2000) the 
importance of the role of middle manager as change manager is increasingly stressed. The middle manager sits 
between the top and the operational level and can therefore contribute significantly to the organisational 
change in two ways and performs in a co-ordinating role in which he/she mediates, negotiates and connects 
the strategic and operational levels of the organisation. The middle manager plays a key role in implementing 
successful change. The key to successful change, according to Merron (1993) and Piderit (2000 in Pardo del Val 
et al. 2003) is to focus on support and involvement instead of overcoming resistance, each employee must 
express his or her desires and it is the job of the middle manager to listen. The middle manager is in the 
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position to influence the context of the change process and the commitment and willingness to change 
amongst employees.  
Several authors state that creating both commitment and willingness to change is of great importance when it 
comes to implementing a change process (Sminia & Van Nistelrooij, 2006; Jick, 2001; Fenton-O’Creevy, 1996; 
Rune Lines, 2004; Metselaar, 2005). The diversity of definitions of commitment is analysed by Herscovitch & 
Meyer (2001) and there are two common characteristics: (1) commitment is seen as a binding force, which (2) 
also directs behaviour. Commitment itself is not an act, but a handle to one or more behaviours. By creating 
commitment, employees will therefore show the desired behaviour, and through this the organisations’ 
effectiveness will increase. Being actively involved with the change process gives employees a sense of 
ownership and responsibility for the outcomes of the change (Cummings & Worley, 2005). Lines (2004) 
focussed in his study on two different ways of involvement (1) consultative involvement and (2) involvement 
with veto rights. The conclusion of his study is that involvement has a significant relationship with strategic 
change.  
Willingness to Change is extensively investigated by Metselaar & Cozijnsen (2002) en Th. De Vries (2008).  
Metselaar (1997) used The model of Ajzen (1991 in Metselaar 1997) as a starting point to explain willingness to 
change. He mapped out the willingness to change, change behaviour and the three determinants (attitude, 
subjective norm and behavioural control). The result of his study is the DINAMO model. Th. De Vries (2008) 
merged the model of Holt et. al. (2007 in Th. De Vries 2008), the model of Ajzen (1991 in Metselaar 1997) and 
the DINAMO model of Metselaar (1997) into one tool to measure Willingness to Change. This tool consists of 
the content-, context-, process- and employee dimensions of the change, Intention to Change and Willingness 
to Change. 
Remarkable is that in all the literature reviewed commitment and willingness to change is only viewed and 
measured from a one construct perspective, either the employee perspective or management perspective. 
Metselaar & Cozijnsen (2002), Th. De Vries (2008) and Herscovitch & Meyer (2001) involve the dimension of 
behaviour of my colleagues, however this is on a minimum level. There has not been done or very little 
research has been done on the influence of a second construct on Willingness to Change. As planned change is 
most often implemented top down from a senior management level, the commitment of middle management 
is very important as they need to translate the new approach to the operational levels of the organisation. As 
previously stated, commitment directs to a desired behaviour deemed necessary for a successful 
implementation. This bundle of commitment and behaviour can be seen as the second construct that might be 
of influence on the willingness to change of staff. This relationship has never been investigated and can 
therefore be identified as the gap in knowledge. This study aims to narrow this gap and investigated the 
relations between the different dimensions from the 1
st
 construct (employee perspective) and the willingness 
to change of staff and the relation between middle management commitment and the middle management 
behaviour, the 2
nd
 construct and the willingness to change of staff. 
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2.8.2 Conceptual model 
The literature review and the conclusion from the literature review leads to the final conceptual model of this 
research, which is presented below in figure 8: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
3. Methodology 
In the Chapter Methodology, the methodology used in this study is discussed. The following table presents the 
aspects that will be addressed in this Chapter: 
Section 3.1 Research Design and Hypotheses 
Section 3.2 Research Method 
Section 3.3 Operationalisation of the variables 
Section 3.4 Description and justification of the measuring tools 
Section 3.5 Research population 
Section 3.6 Analysis techniques 
Table 12: Chapter format Methodology 
3.1 Research Design and Hypotheses 
The research design is divided into several parts. First there is a literature study which led to defining the final 
conceptual model of the study, shown in figure 8. Following the conceptual model hypotheses are formulated. 
These hypotheses will be analysed. These analyses make it possible to answer the Major and Minor Research 
Questions. Before proceeding to the analysis of the hypotheses, there is also first investigated by literature 
review whether there are potential tools for collecting data. These tools will be used to collect the data in 
order to analyse the formulated hypotheses. The results obtained in practice through the questionnaire survey 
are analysed. The results of these analyses are summarised in a concise conclusion. In the last chapter of this 
report there will reflected on the research and practical and theoretical implications will be formulated. 
Transparency of the Change 
Consequences for my daily work 
Emotions 
My colleagues behaviour 
Experience with change processes 
Compatibility with my team 
Time & Capacity 
Change potential of the organisation 
Complexity of the Change 
Intention to Change Willingness to Change 
Behaviour towards the Change 
process 
Affective Commitment Normative Commitment Continuance Commitment 
Emotional Commitment Rational Commitment 
1st Construct: Employee 
2nd Construct: Middle Management 
Gender 
Figure 8: Final Conceptual model of the Study 
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3.1.1 Hypotheses 
Based on the literature research, reflected in Chapter 8 Page 13 "Anchoring in the literature” and the final 
conceptual model of this study, figure 8 the following hypotheses can be formulated:  
 
Hypothesis 1 The degree of Transparency of the Change, has a positive correlation with the Intention to Change of 
staff 
Hypothesis 2 The degree to which staff expect positive effects on their daily work, has a positive correlation with 
their Intention to Change 
Hypothesis 3 The degree to which staff has positive emotions towards the change process, has a positive 
correlation with their Intention to Change 
Hypothesis 4 The degree to which colleagues behave positively towards the change process, has a positive 
correlation with the staff’s Intention to Change 
Hypothesis 5 The degree to which staff has positive experiences with previous change process, has a positive 
correlation with their Intention to Change 
Hypothesis 6 The degree of compatibility of the change with the team, has a positive correlation with the Intention 
to change of staff. 
Hypothesis 7 The degree to which Time & Capacity is available to implement the change process, has a positive 
correlation with the Intention to Change of staff 
Hypothesis 8 The  change potential of the organisation, has a positive correlation with the Intention to Change of 
staff 
Hypothesis 9 The Change complexity has a positive correlation with the Intention to Change of staff 
 
Hypothesis 10 The degree to which the staff is intended to Change, has a positive correlation with the Willingness to 
Change of staff 
Hypothesis 11 The correlation between all the items within the 1
st
 construct and the Intention to Change of staff is 
stronger for female than for male 
Hypothesis 12 The degree to which the middle manager behaves positively towards the change process, has a 
positive correlation with the Willingness to Change of staff 
Hypothesis 13 The level of Affective Commitment of the middle manager to the change process has a positive 
correlation with his/her behaviour towards that change process 
 
Hypothesis 14 The level of Normative Commitment of the middle manager to the change process has a positive 
correlation with his/her behaviour towards that change process 
Hypothesis 15 The level of Continuance Commitment of the middle manager to the change process has a positive 
correlation with his/her behaviour towards that change process 
Table 13: Hypotheses of the study 
3.2 Research Method 
In the previous section Research Hypotheses have been formulated. These hypotheses will be analysed with a 
quantitative study to determine possible relations between the variables reflected in the conceptual model. 
The quantitative research aims to answer:  
 The presence or absence of a positive relationship between Middle Management Emotional and Rational 
Commitment and middle management Behaviour towards to Change;  
 The presence or absence of a positive relationship between Middle Management Behaviour towards the 
change process, the 2
nd
 construct, and the Willingness to Change of staff; 
 The presence or absence of a positive relationship between the different variables within the 1
st
 construct 
and the willingness to change of staff;  
 The presence or absence of a positive relationship between Intention to Change of Staff and Willingness to 
Change of Staff. 
In order to conduct the quantitative study, data will need to be collected. I will make use of quantitative data 
collection using a written survey. The survey research technique was chosen for the operationalisation. This is 
because the use of surveys limits the cost of the study and the data collection can take place quickly and the 
respondents’ anonymity is highly regarded in a survey research (Cooper & Schindler, 2006). These benefits are 
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crucial because the survey can be quickly implemented and processed during turbulent change processes if 
necessary, which results in more motivated employees to use the results to get started and the outcomes, are 
more relevant (Cummings & Worley, 2005). 
Through the questions and the structured response options it is possible, by using correlation analyses, to 
investigate a possible correlation between the different variables mentioned in the conceptual model. The 
different analysis techniques will be discussed in section 3.5 page 33. 
When the analyses are finalised, three outcomes are possible:  
1. The relationship described in the hypothesis is found, the hypothesis is accepted;  
2. The hypothesis is rejected;  
3.  There will be found a relationship that is not predicted.  
The computer program Microsoft Excel will be used to run the analyses. 
3.3 Operationalisation of the variables 
In order to answer the Major Research Question, the concepts in this study have to be made measurable. The 
theoretical concepts from the literature review are the basis for the Major Research Question of this study.  
As mentioned previously, the survey technique will be used in the form of a written survey. The survey is an 
ideal instrument to determine perceptions, attitudes, feelings, desires, thought processes and knowledge, but 
is also beneficial to establish facts and conduct. The advantage of the written survey is that it can be done 
quickly and it can be taken by a large population. Respondents can remain anonymous; the probability of an 
honest and reliable response thus may increase. The disadvantage is that there cannot be asked further and 
that response is often low.  
In order to collect the data with the survey technique, the main variables Willingness to Change and Middle 
Management Commitment to Change need to be operationalised. In the below sections the operationalisation 
of the two variables are discussed. 
3.3.1 Discription and Justification of Willingness to Change 
To measure the Willingness to Change of staff, the questionnaire by Th. De Vries was be used. Th. De Vries 
(2008) created a tool to measure Willingness to Change. The model of Th. De Vries is built from the DINAMO 
model of Metselaar (1997), model of Holt et al (2007 in Th. De Vries 2008) and Ajzen (1991 in Metselaar 1997) 
where the variables change intention and willingness to change from the model of Holt et al (2007) is replaced 
with the model of Ajzen (1991 in Metselaar 1997).  
Attitude (Affection) (want to change) is measured with 3 scales: (1) Implications for the daily work, (2) 
Emotions and (3) Added value to the organisation. Subjective norm (must change) is measured with one scale: 
(1) the attitude of colleagues. Perceived behavioural control (can change) is measured with five scales: (1) 
Transparency of the Change, (2) Experience with change processes, (3) Time & Capacity, (4) Management of 
Change, (5) Change Complexity . 
Th. De Vries (2008) used the peer rating scale of Metselaar (1997) to measure Willingness to Change. Here 
employees are asked to assess behaviour of colleagues. The employee is asked to determine whether a 
situation is present or not. 
The model is validated, which makes that the model can be used for other studies without making 
adjustments. The advantage of the model is that it gives a quick insight into the Willingness to Change of Staff, 
which means it can be used for improving and optimising change processes and willingness to change. 
Furthermore, the model provides an integral multi-dimensional view of implementation of change. The model 
has thus found evidence of existing relationships between organisational characteristics and willingness to 
change of staff.  
Disadvantages of the model are that it gives no opportunities to employees to express in detail what they think 
is essential in change. In addition, the validity is only based on 1 measurement. Also it was shows that the 
Change???? Why would I want to?? 
 
Maggie Hundertmark Page 33 
 
peer-rating scale model, designed to measure supportive behaviour, was difficult to measure. Employees had 
no insight into the behaviour of colleagues and did not generalised their own to other team leaders when 
completing the survey. This scale should therefore be improved.  
3.3.2 Discription and Justification of Middle Management Commitment to Change 
Emotional and rational commitment are measured by Commitment to change items of Hersovitch and Meyer 
(2002) based on the Affective, Normative and Continuance Commitment. Herscovitch and Meyer called their 
tool the Organisational Commitment Questionnaire (1997 Hersovitch & Meyer, 2002). The model of Allen and 
Meyer (Meyer et al, 1993) contains three components Affective, Normative and Continuance commitment. 
Emotional commitment can be seen as a combination of Affective and Normative Commitment and Rational 
commitment can be seen as Continuance commitment.  
Emotional commitment is measured through questions on Affective and Normative commitment, a total of 12 
questions. Examples of these questions are: "I am of the opinion that this change initiative is a valuable 
change", "I see it as my duty to help with this change”. Rational commitment is measured through questions 
relating to continuance commitment, a total of 6 questions. An example is: "I have to agree to this change, I 
have no choice."  
The overall questionnaire consists of 27 questions. All items are scored on a 5 point Likert scale (1 = strongly 
agree, 5 = strongly disagree).  
3.4 Research Population 
The Research population in this study consists of 247 employees and 47 middle managers. Both research 
groups work within the Customer Solutions business unit within ING Australia. Effectively, employees and 
middle managers are working in the operations and relations area. The two components are well comparable 
as they both handle the same type of queries (both service the same customer groups), both groups aim for 
the same goals and organisation objectives. The work level, education level and salary level for both 
employees and middle managers in these groups are very well comparable. 
3.5 Analysis Techniques 
In order to test the hypotheses described earlier in section 3.1.1 the relation between the different variables, 
Emotional Commitment, Rational Commitment and Willingness to Change outlined in the conceptual model 
will be investigated by a Correlation Analysis, a Variance analysis and a Spearman rank correlation analysis. 
3.5.1 Correlation 
Correlation analysis is a statistical analysis that defines the variation in one variable by the variation in another, 
without establishing a cause-and-effect relationship. The coefficient of correlation is a measure of the strength 
of the relationship between the variables; that is, how well changes in one variable can be predicted by 
changes in another variable. For example, correlation can be shown between the frequency with which a 
commercial is aired and sales volumes by plotting on a graph the values of each. A line drawn through the 
plotted points defines the correlation algebraically. The greater the density of the points around the line, the 
greater the strength of the correlation. In example I, the correlation is high; in example II, the correlation is 
low. Although the correlation may be high between advertising exposures and sales, other factors could be the 
cause, such as the supply of competitive products, availability of the product in stores, and so forth. 
 
Figure 9: Correlation scattergram 
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3.5.2 Pearson’s Rank Correlation Coefficient 
In mathematics and statistics, Spearman's Rank Correlation Coefficient is a measure of correlation, named 
after its maker, Charles Spearman. It is written in short as the greek letter rho (ρ) or sometimes as rs. This 
means that it is a number that shows how closely two sets of data are linked. It only can be done on data that 
can be put in order, highest to lowest. The general formula for rs is 
 
rs always gives an answer between -1 and 1. The numbers between are like a scale, where -1 is very strong link, 
0 is no link, and 1 is also a very strong link. The difference between 1 and -1 is that 1 is positive correlation, and 
-1 is negative correlation.  
For example, 0.2 means that there is positive correlation. But, because it is so close to 0, it means that the link 
is not very strong between the two sets of data. So, we can say that those two sets of data are not very linked, 
and go up together. If it was -0.2, we could say it was not very linked and as one goes up, the other goes down. 
4. Research Results 
This Chapter gives an overview of the results of the survey conducted by a questionnaire. In the first section 
(General Research Results) an overview is given of the group of respondents, the results of reliability analysis, 
descriptive statistical measures and an overview of the calculated correlation coefficients. In Section 4.5 the 
results are analysed. 
4.1 General Research Results 
The survey results provide a good summary of the items of interest for this research. In this section, this 
summary will be discussed for both staff and management. The summary provides particular insight into the 
level of Willingness to Change of Staff and Total Commitment among middle managers, which are the main 
variables in this study. 
4.1.1 Employees 
In total, 150 respondents participated in the researchgroup ‘Staff’, 40.5% are male and 59.5% are female. Of 
these men and women up to 78% are between 20 and 40 years old. We can therefore say that we are dealing 
with a relatively young workforce. This is also reflected in the number of years that people are working within 
ING Australia. More than half of the research group has been working within ING Australia for 5 years or less. 
This is not a surprising number due to the operational nature of the work environment, call center and admin 
focussed. Many young people are working in their first or second job. 78% of the respondents have been 
working less than 3 years in his/her current role. 
For the extent of Intention to Change of Staff, we can say that 70% indicates a high level of Intention to 
Changes. Conversely, 4 respondents have a level 4, low level of Intention to Change, 16% fluctuates in the 
middle and is therefore neutral. 
51% of the respondents show a high degree of Willingness to Change, with 21% indicating completely 
unwilling to change. The remaining percentage is neutral. 
From the measured variables in construct one, such as Transparency of the Change, Complexity of the Change, 
Consequences for my daily work, Emotions, etc. etc., we can conclude the following remarkable results: 
 56% of the respondents believe that the Transparency of the Change process is at a good level, 16% 
believe that the Transparency of the Change process can be improved; 
 40% of respondents see the implementation of a Change process as positive when it comes to the 
impact on daily activities, 12% see negative effects; 
 22% of respondents see the implementation of a Change process as an opportunity, 4% see the 
implementation of a Change process as a threat; 
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 53% of respondents have actually no idea what emotions other employees within the organisation 
have towards the implementation of a Change Process; 
 59% of the respondents believe that colleagues, manager and team members are positive about the 
implementation of a change process; 
 23% of the respondents are not satisfied with how Change processes in the past are implemented 
within the organisation; 
 64% of the respondents believe that they can contribute positively to the implementation of a Change 
Process  through the motivation of other employees; 
 28% of the respondents are not satisfied with the way they can have insight in the implementation of 
a Change Process; 
 56% of the respondents foresee problems arising with current systems when a Change Process is 
implemented; 
 61% of the respondents say that other employees have concerns about the impact on job security; 
 49% of respondents say that other people have concerns about the financial implications; 
 70% of respondents say that other people have concerns about the consequences on how they will be 
managed in the future; 
 73% of respondents say that other people have concerns about the consequences for their daily work; 
 38% of respondents say they have insufficient influence to the decision making of the Change 
Implementation; 
 62% of respondents have confidence in the management team. 
From the data regarding Intention to Change we can conclude the following. As previously mentioned, 70% of 
the respondents indicate a high level of Intention to Change. 70% of the respondents certainly have the 
intention to convince other employees of the benefits of the Change. 91% of respondents are planning to put 
extra effort and energy in achieving the Change objectives. 71% of respondents plan to reduce staff resistance 
towards the Change process  as much as possible. 69% of the respondents plan to allocate time to the 
implementation of the Change.  
From the data regarding Willingness to Change we can conclude the following. As mentioned above 51% of the 
respondents indicated a high level of Willingness to Change. 61% of the respondents believe that employees 
put a lot of energy and effort in implementing a Change process. 77% of the respondents strongly believe that 
employees are involved in the implementation of a Change process, but also believe that generally more 
information is required. 66% of respondents do not believe for sick leave to increase because of the 
implementation of a Change process. Despite these positive figures, 28% of respondents said that employees 
generally talk negatively about the change in meetings.  
4.1.2 Middle Management 
28 managers have participated in the survey, 42.3% are female and 57.7% are male. Over 96% of the 
respondents are in the age of 20 to 40 years. Nearly 70% have been working less than 5 years for ING Australia, 
of which 68% have been working in a management role for less than 5 years. Remarkable is that 20% already 
have been working as a manager for 7 to 10 years. 
As for Affective Commitment we can say that about 72% among middle managers indicates a high level of 
Affective Commitment. 67% of the respondents have faith in the implementation of Change processes within 
the organisation. 76% believe that change is good for the organization and 62% believe that implementing 
change is even necessary.  
71% of the respondents feels a high level of Normative Commitment. 70% of the respondents believe it is 
more or less an obligation to contribute to the Change process, which explains why 70% see it as irresponsible 
to show resistance against the change. 48% will even feel guilty if they would grant opposition.  
Continuance Commitment indicates the extent to which middle managers actually feel a "Recognition to 
Change” (Metselaar, 1997). The level of this form of commitment is low. Only 39% of respondents indicate a 
high degree of Continuance Commitment. 48% of the respondents believe they have  no choice than to go 
with the change. However, 59% feels no risk if they would speak out against the change.  
Emotional Commitment consists of Affective Commitment and Normative Commitment. As already mentioned 
above, the level of both Affective Commitment and Normative Commitment within the case organisation is 
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high. It follows logically that the degree of Emotional Commitment among middle managers is therefore high. 
69% of the respondents indicate they feel a high level of Emotional Commitment. 
The respondents were also asked to indicate how they value their own support for the change. Nearly 81% 
appreciates their support on a 7 (70%) or higher. Also investigated is the behaviour the middle managers 
exhibit towards the change. 92% of the respondents show a positive behaviour, which makes sense as the 
level of Affective commitment and Normative commitment are an indicator for the behaviour towards the 
change (De Gilder et al, 1997). The type of behaviour is logically very important when it comes to influencing 
the employees within the organisation. Especially in a management role it is important to exhibit a certain 
degree of role model. The more positive role model, the stronger the influence. 
Total Commitment consists of all three forms of Commitment, Affective Commitment, Normative Commitment 
and Continuance Commitment. 60% of respondents felt a high level of commitment towards the 
implementation of a Change process. 27% of respondents feel little to no commitment. 
4.2 Reliability Analysis 
Reliability is the degree of which data is free from random errors. With a reliable measurement you get the 
same results when you perform the measurement again (Cooper & Schindler, 2003). It’s about consistency in 
the observation, whether the procedure of the measuring leads to the same results when repeated and/or 
applied under the same circumstances (Van der Velde, Jansen & Telting, 2004). This is important because 
random errors can contaminate the data, which makes drawing conclusions more difficult. In order to measure 
this, the internal consistency can be measured, it says to what extent the different values measure the same 
underlying concept. This study made use of the Cronbach's alpha, which is the measure of internal consistency. 
For Cronbach's counts any value over 0.7 is a good value, which is the case in this study. When calculating the 
alpha the degree of homogeneity is being investigated. It is important to take into account the fact that 
homogeneity increases when there are more items included. In case of a lot of items a high homogeneity 
might be the case, even at relatively low item-total correlations. The Cronbach’s alfa for all the different items 
are shown in the below tables: 
Variable Cronbachs’ Alfa Number of items 
Intention to Change 0,90 4 
Willingness to Change 0,77 4 
Transparency of the Change 0,73 4 
Consequences for my daily work 0,92 9 
Emotions 0,64 2 
My colleagues Behaviour 0,71 3 
Experience with Change processes 0,69 6 
Compatibility with my team 0,69 4 
Time & Capacity 0,87 7 
Change potential of the organisation 0,80 5 
Change Complexity 0,90 6 
Table 14: Cronbach´s alfa questions staff 
Variable Cronbachs’ Alfa Number of items 
Affective Commitment 0,72 5 
Normative Commitment 0,67 5 
Continuance Commitment 0,88 6 
Behaviour towards the Change 0,96 6 
Table 15: Cronbach´s alfa questions management 
The scales Affective Commitment, Normative Commitment, Willingness to Change, Experience with change 
processes, Compatibility with my team and Time & Capacity initially showed a moderate reliability respectively 
0.56, 0.56, 0.26, 0.59, 0, 69 and 0.75. For the scales Affective Commitment, Normative Commitment, 
Willingness to Change, Experience with processes and Time Change & Capacity variables the choice is made to 
exclude some items, since this will contribute to a better reliability of the data. All the other scales showed a 
good reliability, which means no items needed to be excluded. 
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4.3 Means and Standard Deviations of Variables 
In this section the data is first analysed by using the calculated means and standard deviations. By using this 
information it can be determined whether and to what extent the different variables within the two constructs 
are present. The means is the most commonly used central tendency  and measures size and location (A. Buijs, 
1996). Standard deviation is a widely used measure of the variability or dispersion, being algebraically more 
tractable though practically less robust than the expected deviation or average absolute deviation. It shows 
how much variation there is from the "average" (mean). A low standard deviation indicates that the data 
points tend to be very close to the mean, whereas high standard deviation indicates that the data are spread 
out over a large range of values. The below tables give the means (M) and standard deviations (SD) for all 
variables. 
 Minimum Maximum M SD 
Intention to Change 4 20 8,6 2,9 
Willingness to Change 6 16 10,3 1,9 
Transparency of the Change 4 17 10,5 2,5 
Consequences for my daily work 9 41 24,1 5,4 
Emotions 2 10 6,5 1,6 
My colleagues Behaviour 3 12 7,7 1,8 
Experience with Change processes 10 25 16,3 2,7 
Compatibility with my team 4 16 10,7 2,1 
Time & Capacity 9 28 19,8 3,2 
Change potential of the organisation 5 22 13,2 2,8 
Complexity of the change 8 30 16,6 3,1 
Table 16: Descriptive Statistics Staff (n = 150) 
 Minimum Maximum M SD 
Affective Commitment 5 20 11,5 3,6 
Continuance Commitment 6 30 18,1 5,1 
Normative Commitment 9 18 13,3 2,6 
Behaviour towards the change 6 20 12,5 4,1 
Table 17: Descriptive Statistics Management (n = 28) 
The average score for Intention to Change is 8.6. For Willingness to Change the average score is 10.3. Intention 
to Change (SD = 2.9) shows a larger spread than Willingness to Change (SD = 1.9). The spread among the 
variables in the 1st construct vary between 1.6 and 5.4. Variable Consequences for my daily work shows the 
highest dispersion seen (SD = 5.4). Noteworthy is that the Potential Change of the organisation is on average 
estimated relatively low (M = 13.2, Maximum = 22, SD = 2.8).  
Affection is measured on the items Consequences for my daily work, Emotions and Compatibility with my 
team. Subjective norm is measured only on the item My colleagues behavior and Perceived Behavioral Control 
is measured on the items Transparency of the Change, Experience with Change Processes, Time & Capacity, 
Complexity and Change Change Potential of the Organization (Th. De Vries, 2008). 
Within the items measuring Affection we can say that the greatest spread is measured for Transparency of the 
change (M = 10.5, SD = 5.4). Within the items measuring Subjective Control, which is just the item My 
colleagues behaviour, we can say that this item shows an average of 7.7 with an SD of 1.8. Finally, the items 
measuring Perceived Behavioral Control show a spread ranging between 2.5 and 3.2.  
Affective commitment shows a relatively large spread of 3.6 with means of 11.5. This is a relatively low score 
on Affective Commitment as the maximum is 20. Continuance Commitment shows an average of 18.1, with a 
maximum of 30 (SD = 5.1). Normative Commitment shows the smallest spread of 2.6, with an average of 13.3 
where the minimum is 9 and the maximum is 18. Behaviour towards the Change is measured on 6 items and 
shows a spread of 4.1. The average was measured at 12.5.  
4.4 Correlation Analysis 
Testing the hypotheses is done using a correlation and regression analysis in Excel, except for hypothesis 12. 
As this hypothesis involves the relationship between two quantitative variables from two different research 
populations, the correlation analysis cannot be used. The coherence between the different variables 
mentioned in the hypotheses is portrayed through a scatter plot. These scattergrams by definition are included 
as an appendix to this report.  
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Excel gives the correlation coefficients given by the degree of linear relationship, so the extent to which the 
points in the scattergram are on a rising or falling line. By r=- 1 the points lie exactly on a straight descending 
line, at r=1 exactly on a straight upward line. Through the regression analysis in Excel the regression value 
representing the excess risk is calculated. In Regression analysis this excess risk is Significance (F) or p from 
probability. The reasoning in this study is that if p <.05 then the probability of exceedance of r is smaller or 
equal to 0, which results in a formal conclusion such as 'r differs significantly from 0 as p<-05, therefore there 
is linear relationship between two variables (A. Buijs , 1996).  
For the analysis of hypothesis 12 the Spearman's Rank Correlation Coefficient is used. For this correlation 
coefficient (r) the following values to the magnitude of the effect are accepted:  
• R =. 10 is a small effect, the effect explains 1% of the total variance  
• R =. 30 is an average effect, the effect explains 9% of the total variance  
• R =. 50 is a large effect, the effect explains 25% of the total variance.  
An often made mistake with the correlation analysis is that the ultimately conclusion is that when p <.05 the 
result  variable is a logical result from the cause variable. This is an incorrect conclusion, since a correlation 
analysis does not give an indication of a causal relationships. A correlation analysis only gives an indication of a 
a statistical relationship which does not appear to be a causal link (A. Buijs, 1996)  
The following tables list the correlation (R) and regression values (P) of the various correlation analysis:  
 Intention to Change 
 Correlation Value (R) Significance (P) 
Transparency of the Change 0,299 0,00023 
Consequences for my daily work 0,339 0,000025 
Emotions -0,331 0,000041 
My colleagues Behaviour 0,289 0,00036 
Experience with Change processes 0,444 0,000000016 
Compatibility with my team 0,087 0,290 
Time & Capacity 0,237 0,0043 
Change potential of the organisation 0,204 0,0127 
Complexity of the change 0,168 0,0415 
Willingness to Change 0,351 0,000012 
Table 18: Correlation values (R) and Significance (P) staff variables (n=150, p < .05) 
 Behaviour towards the Change process 
 Correlation Value (R) Significance (P) 
Affective Commitment 0,160 0,434 
Continuance Commitment -0,028 0,892 
Normative Commitment 0,380 0,05 
Willingness to Change of Staff 0,81 N/A 
Table 19: Correlation values (R) and Significance (P) management variables (n=150, p < .05) 
4.5 Research Analysis Results 
The conceptual model and hypotheses, which are formulated as a result from the conceptual model are 
assuming a relation between Intention to Change and Willingness to Change of Staff, The variables in the 1st 
construct and Intention to Change, The variables in the construct 2nd and Willingness to Change, The variables 
Affective, Normative and Continuance Commitment and Behaviour Change Process towards the. 
The following table shows the formulated hypotheses. Also shown is whether a link exists between the 
variables mentioned in the hypothesis. 
Hypotheses Correlatie analysis R P 
Hypothesis 1 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Transparency of the 
Change Process and Intention to Change. 
0,299 0,0023 
Hypothesis 2 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Consequences for my 
daily work and Intention to Change. 
0,339 0,000025 
Hypothesis 3 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Emotions and 
Intention to Change. 
-0,331 0,000041 
Hypothesis 4 Based on the results of this correlation analysis, we can accept the hypothesis, since 0,289 0,00036 
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the results indicate that there is a proven correlation between my colleagues 
Behaviour and Intention to Change. 
Hypothesis 5 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Experience with 
Change processes and Intention to Change. 
0,444 0,000000016 
Hypothesis 6 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Compatibility with my 
team and Intention to Change. 
0,087 0,290 
Hypothesis 7 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Time & Capacity and 
Intention to Change. 
0,237 0,0043 
Hypothesis 8 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Change potential of 
the organisation and Intention to Change. 
0,204 0,0127 
Hypothesis 9 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Complexity of the 
Change and Intention to Change. 
0,168 0,0415 
Hypothesis 10 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Intention to Change 
and Willingness to Change of Staff 
0,351 0,00012 
Hypothesis 11 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between all the variables in 
construct one and Intention to Change. 
  
Hypothesis 12 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Middle Management 
Behaviour towards the Change and Willingness to Change of staff 
0,81 N/A 
Hypothesis 13 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Middle Management 
Affective Commitment and Middle Management Behaviour towards the Change 
0,160 0,434 
Hypothesis 14 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Middle Management 
Normative Commitment and Middle Management Behaviour towards the Change 
0,380 0,05 
Hypothesis 15 Based on the results of this correlation analysis, we can accept the hypothesis, since 
the results indicate that there is a proven correlation between Middle Management 
Continuance Commitment and Middle Management Behaviour towards the Change 
-0,028 0,892 
Table 20: Hypotheses analysis including R and P 
5. Conclusions, Reflection and Recommendations 
5.1 Answers to the Major Research Question and the Minor Research 
Questions  
The Major Research Question is the basis for this research. There are also a number of Minor Research 
Questions formulated, which will contribute to answering the Major Research Question. First an extensive 
literature research has been conducted which resulted in a final conceptual model of this study and the 
formulation of the hypotheses. A total of 15 hypotheses are formulated, of which 12 can be accepted. This 
chapter will give an answer to the Major Research Question and the Minor Research Questions. The literature 
review and analysis of the hypotheses will serve as input for this Chapter. 
5.1.1 Major Research Question 
The Major Research Question is: 
“What is the impact of Intention to Change and Middle Management Emotional and Rational Commitment on 
the Willingness to Change of Staff?” 
The Major Research Question is focussed on the relations between the variables in the two constructs and the 
Willingness to Change of Staff. It specifically is seeking for the variables impacting the Willingness to Change of 
Staff. The variable from the 1
st
 construct impacting the Willingness to Change of Staff is Intention to Change. 
From the 2
nd
 construct the Willingness to Change of Staff is impacted by Middle Management Behaviour 
towards change. 
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5.1.2 Minor Research Question 1 
Minor Research Question 1 is: 
‘What influences the Intention to Change of Staff? 
In the first Minor Research Question is explored which variables influence the Intention to Change of Staff (1
st
 
construct). The data collection to analyse this question is done by using the tool to measure Willingness to 
Change of Staff from Th. De Vries (2008). The analyses show that the intention to change is influenced by 
Transparency of the Change, Consequences for daily work, Emotions, Colleagues Behaviour, Experience with 
Change processes, Time & Capacity, Change potential of the organisation and Complexity of the Change. All 
variables, except for Emotions, influence the intention to change in a positive way, where a higher level of 
these variables is experienced will contribute to a greater intention to change. In contrast the variable 
emotions has a negative impact on intention to change, which means a higher level of emotions will direct to a 
lower intention to change. 
5.1.3 Minor Research Question 2 
Minor Research Question 2 is: 
‘In what way is Middle Management Emotional and Rational Commitment related to Willingness to Change of 
Staff?’ 
The second Minor Research Question focuses on the 2
nd
 construct. It is seeking for the variables in the 2
nd
 
construct impacting Willingness to Change of Staff. From the literature review we could already conclude that 
commitment is a psychological stage that directs to certain behaviour (Herscovitch & Meyer, 2001). Therefore 
the second Minor Research Question aimed to prove a relationship between Middle Management Emotional, 
which consists of Affective and Normative commitment and Rational Commitment, which consists of 
Continuance Commitment and Middle Management Behaviour towards Change and Willingness to Change of 
Staff. The results show that there is no relation between Rational Commitment and Middle Management 
Behaviour towards change. There is a partial relation between Middle Management Emotional Commitment 
and Middle Management Behaviour towards to change, where Normative Commitment shows a positive 
correlation with Behaviour towards change. Therefore we can conclude that Emotional is partly related with 
Willingness to Change through Middle Management Behaviour and Rational Commitment is not related. 
However there is a proven relation between Middle Management Behaviour towards change and Willingness 
to Change of Staff. 
5.1.4 Minor Research Question 3  
Minor Research Question 3 is: 
‘In what way is Intention to Change related to Willingness to Change of Staff?’ 
Th. De Vries (2008) in his research proved a correlation between Intention to Change and Willingness to 
Change of Staff. This research also shows a positive correlation between Intention to Change and Willingness 
to Change of Staff. This means a higher level of intention to Change will contribute to a higher level of 
Willingness to Change of Staff. This will be displayed in a positive contribution to implementing a change 
process in the sense of positive communication, support and putting extra effort and energy into the 
implementation. 
5.2 Conclusion 
From the literature review we can say that Intention to Change of Staff is influenced by Transparency of the 
Change, Consequences for daily work, Emotions, Colleagues Behaviour, Experience with Change Processes, 
Compatibility with the team, Time & Capacity, Change potential of the Organisation and Change complexity 
(Th. De Vries, 2008). De Vries proved a relation between these variables and Intention to Change. Remarkable 
from his research is the negative correlation between Consequences for daily work, Colleagues Behaviour and 
Intention to Change. This means the higher the score on these items, the lower the Intention to Change. De 
Vries also proved a strong correlation between Intention to Change and Willingness to Change of Staff, which 
means that employees will be open to change and will put extra effort and energy into implementing the 
change when they have the right level of intention to change. 
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In this research relations are proven between all items, except for Compatibility with the team. This means 
that the compatibility of the changes with the structure, norms and values of the team, does not have an 
impact on the intention to change. All the other items do influence the Intention to Change. Remarkable is the 
negative correlation shown between Emotions and Intention to Change. This means that a high score on the 
Emotions will result in a lower intention to change. Another result of the research is that there is a proven 
correlation between Intention to Change and Willingness to Change of Staff. A higher intention to change will 
thus result in a higher Willingness to Change of Staff. 
Herscovitch & Meyer (2001) concluded after analysing the diversity of the definitions of commitment given by 
other authors, that there are two common characteristics: (1) commitment is seen as a binding force, whick 
also (2) directs behaviour. Commitment is therefore not an act, but a handle to one or more behaviours. In this 
research it has been investigated whether Emotional and Rational Commitment directs to a positive behaviour 
towards change. The results show that there is no proven correlation between Affective Commitment, 
Continuance Commitment and Behaviour towards change, and that there is a proven correlation between 
Normative Commitment and Behaviour towards change. In other words Normative Commitment is a predictor 
of the behaviour towards change. This is remarkable as De Gilder et al (1997) have concluded that Affective 
Commitment is the most desired type of Commitment, because it is the best predictor of employee behaviour.  
From the results of the analyses we can conclude that behaviour towards change is predicted by normative 
commitment, which means that managers display certain behaviour because they believe this behaviour is 
expected from them. They perhaps feel a certain pressure from their direct environment to display this desired 
behaviour. 
The research also shows that there is a proven correlation between Middle Management Behaviour (2
nd
 
construct) and the Willingness to Change of Staff. This implies that when a change process is implemented 
middle management should walk the talk. The enormous importance of the extent to which middle managers 
behave towards the change process cannot be stressed enough. Open and positive communication is 
obviously in this regards extremely important. The behaviour of middle managers may be influenced by the 
correlation shown by Normative Commitment. Employees with insight to the process and that see the 
advantages of it can be affectively committed and as a consequence feel the need to support the change 
process (Herscovitch & Meyer, 2002).   
The conclusion of Stoker en De Korte (2000) based on the Bolweg-model that changing conditions in 
organisation lead to a diminished dominance of the co-operation relationship and the supremacy of the 
negotiation and the authority relationship is quite interesting and it is worthwhile if and in what way this 
impacts the psychological contract an employee has with the middle manager during the implementation of a 
change process. According to Stoker en De Korte (2000) consideration, initiating structure and charismatic 
leadership is relevant to employee ‘stress’, the more a manager employs these styles, the less stress 
employees experience. The less stress employees experience, the less resistance they will expose, which 
results in a higher effectiveness of the change implementation. 
Remarkable is that there is a proven correlation between Middle Management Behaviour towards the change 
and Willingness to Change of Staff, which seems to be in line with the proven correlation between Middle 
Management Normative Commitment and Behaviour towards Change. It seems that across the organisation, 
employees in general are sensitive for each others´ behaviour towards the change. Feeling a sense of duty to 
work towards change, feeling badly to oppose the change, feeling obligations to support the change, etc. etc. 
seem to be opinions that impact the feeling to engage with the change. The question that can be raised is 
‘What is driving the correlation between the two variables Willingness to Change of Staff and Middle 
Management Behaviour towards the change?”. In other words ‘What psychological contract does the 
employee have with the middle manager during the implementation of a change process?” 
All in all we can say that from the 1
st
 construct the Willingness to Change of Staff will be impacted by Intention 
to Change, which will be influenced by Transparency of the Change, Consequences for daily work, Emotions, 
Colleagues Behaviour, Experience with Change processes, Time & Capacity, Change potential of the 
organisation and Complexity of the Change and from the 2
nd
 construct the Willingness to Change of Staff will 
be impacted by Middle Management Behaviour towards the change, which will be predominantly influenced 
by middle management normative commitment.  
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5.3 Scientific and Practical Implications 
5.3.1 Scientific Implications and Recommendations for follow up studies 
A lot of research has been done on the effectiveness of change processes and the influence of middle 
management on the implementation of change. In many articles from different authors (Floyd & Wooldridge, 
1997; Balogun, 2003; Stoker & De Korte, 2000) the importance of middle management as change manager is 
increasingly stressed. Especially because middle management sits between the top and the operational layer 
and can therefore contribute significantly to the change. However the majority of the researches were usually 
limited to the influence of one construct, either from the employee perspective or just from management 
perspective. The relationship between commitment from one construct and behaviour, commitment or 
willingness to change from another construct has never been investigated. The scientific aim of this study is to 
narrow this gap by investigating possible relationships. 
The results of this study confirm relations proven in previous researches like the relation between Intention to 
change and Willingness to Change of Staff and the influencing variables on Intention to Change (Th. De Vries, 
2008). These relations are therefore again empirical proven. In previous researches De Gilder et al (1997), 
Herscovitch & Meyer (2002) identified Affective Commitment and Continuance Commitment to be the best 
predictor of Behaviour towards Change rather than Normative Commitment to be the best predictor. This 
research has proven that Normative Commitment to be the best predictor of Behaviour towards change, so 
just the other way around. The assumption made in this study is that this is caused by the fact that middle 
management supports change as they believe this is what is expected from them. Apparently they feel a 
certain pressure from their direct environment to display this desired behaviour. However other reasons might 
play a role. Therefore it is recommended to conduct more in depth research on the variables causing this 
relationship. Particularly because this research shows that Intention to Change is positively related to 
colleague’s behaviour. In other words in one or other way employees feel influenced by displayed behaviour in 
their direct work environment. The question that can be raised is ‘What is driving the correlation between the 
two variables Willingness to Change of Staff and Middle Management Behaviour towards the change?”. In 
other words ‘What psychological contract does the employee have with the middle manager during the 
implementation of a change process?” 
Based on this research we can conclude that Willingness to Change of Staff is not just impacted by variables 
from one construct, but also from variables from another construct, in this research called the 2
nd
 construct, 
which consists of Middle Management Commitment and Behaviour towards change. With this conclusion this 
study has achieved its research objective, namely ‘To gain insight into the way in which middle management 
commitment, rationally and emotionally, Intention to Change and employee willingness to change is related 
during a change process’, which contributes to narrowing the gap in knowledge within management science 
(scientific relevance). 
5.3.2 Practical Implications 
To implement successful change it is of great importance that employees, both staff and middle management, 
show the desired behaviour towards the change. The results of this study can be used whether the variables 
needed for this desired behaviour together with the right level are present in the organisation. Organisations 
will be able to measure this by using the presented tools. When insufficiency can be concluded, organisations 
can implement the required targeted measures to get the required variables in place. Hereby we can think of 
training, involving employees (Rune Lines, 2004, concludes from his research that involvement has a significant 
relation with strategic change), communication strategies, etc. etc. 
5.4 Reflection on the study 
With regards to the external validity we can conclude that this research can be applied to other organisations 
as well, since the context of this study is the operational area of the organisation. The study was focused on 
change processes in general and did not target a specific defined change process. This contributed to a 
stronger external validity as the type of change does not have to be taken into account (for example first en 
second order change approaches, Levy (1986 in Th. De Vries 2008 and Pardo del Val et al. 2003). 
With regards to the internal validity of the study the question can be raised with the fact that questions were 
asked in a generic way. So what is an advantage for the external validity is a limitation to the internal validity. 
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The respondents were asked to take the most recent change process in mind when answering the questions. It 
is very possible that all the respondents took a different change implementation in mind. It is assumed that the 
perception of the respondents towards the change process they took in mind when answering the questions, 
is about the same. Although at the moment a change process is implemented within the organisation, which 
might have resulted that all the respondents took this process in mind. However this is an assumption and 
cannot be said for sure. 
The quantitative research has been conducted by a survey questionnaire. The questionnaire use for the 
research group ‘Staff’ is based on the questionnaire of Th. De Vries (2008). The questions regarding the 
variable Willingness to Change are based on the peer-rating of Metselaar (1997). The employees had no insight 
into the behaviour of colleagues and it was shown to be difficult for the employees to generalise their own 
behaviour to other employees when completing the survey.  Also a disadvantage of the questionnaire is that it 
gives no opportunities to employees to express in detail what they think is essential in change. The validity is 
only based on 1 measurement. 
This research has been focused on the research groups staff and middle management. Particularly the focus on 
middle management is very important as, although a lot of research has already been done on the influence of 
middle management on the implementation of effective change, narrowing gaps in knowledge on this topic is 
of great scientific, social and practical relevance.  
It has already been mentioned in the conclusion of this study and when answering the Major Research 
Question and Minor Research Question, but it is recommendable to conduct a more in depth study on the 
relation between Normative Commitment and Middle Management Behaviour to change. It could well be the 
case that this relation was shown in the study, because middle managers display the desired behaviour 
because they feel watched or they feel the pressure to show the desired behaviour. Also the question what is 
the relation between top management behaviour towards the change and middle management behaviour 
towards the change requires more research. To what extend is middle management behaviour influenced by 
top management behaviour is the question that can be raised. This effect has been investigated through 
several studies. These studies have examined the leadership styles and behaviour of managers across 
hierarchical levels to see whether or not the styles and behaviour are similar. Oshagbemi’s (2004) study 
collected data from over 400 managers in the UK to research the topic. They found that generally there are 
significant differences in the leadership styles between senior and first-level managers, but not between senior 
and middle-level managers or between middle and first-level managers. Their study suggests that differences 
in the leadership styles practiced by managers may be blurred in organisations with short chains of command, 
while it will tend to be pronounced in organisations with long chains of command. Overall, while there was a 
weak but statistically significant difference between the leadership styles of senior and first-level managers, 
the differences in their leadership behaviour was statistically strong. This effect can also be called as the 
Cascade effect. The research question like “What psychological contract does the employee have with the 
middle manager during the implementation of a change process?” can be a start for more in depth research. 
This study provides tools to measure the main variables defined in this study. However when insufficiency of 
the variables in the organisation can be concluded, the study gives no insight in how the level of the variables 
can be increased. Therefore it is recommended to conduct more in depth study into how to increase the level 
of the required variables. 
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X X
X
Management of meaning: Communicate the meaning of the vision to the employees/Communication 
skills/Effective communication
Effective interaction
Coaching skills/Coach and provide feedback
Influencing skills
Self awareness and 360 awareness
Relationship skills competence
Emotional competence
Involving people/Creating the case for change/Engaging others in recognizing the business for 
change/Establishing a sense of urgency
Motivate and inspire people to want to do what needs to be done
Persuading
Implementing and sustaining changes/Structured: developing effective plans and ensuring good 
monitoring and review practices are developed
Developing, getting commitment to and implementing rational business strategies based on possible 
future scenarios for the organisation
Identifying and promoting shared values
Strategic mindset
Creative mindset
Career management skills
Continuous learning
Self-esteem
Management of Attention: Creating, having, holding, conveying and fulfilling a compelling vision of the 
transformed organisation, that moves the employees beyond their present vision to a new vision
Charisma
Energy
Protecting the organisation and its employees through proper ethics and morals
Management of trust: The ability of managers to demonstrate reliability or constancy, keep their word, 
and always let the staff know where they stand
Empowerment: Building capability in self and others
Passion
Management of self: The ability of managers to make not just decisions but also collective decisions
Being a positive role model
Providing opportunities for formal training
Creating interdepartmental groups and cross-departmental liaisons
Providing support groups/Forming a powerful guiding coalition
Consolidating improvements and institutionalizing new approaches
Optimistic
Innovative
Collaborative
Purposeful
Proactive
Planning for and creating short term wins
Adjusting work culture to meet long term needs of the change
Gives individuals the authority to deal with the change
Identifying and promoting shared values (being the ambassador for change)
Teambuilding
Seeking inputs form others-that is asking for ideas about users needs, soliciting suggestions from 
subordinates, welcoming peer review and so forth
Being political sensitive
Facilitating and developing capability: ensuring that people are challenged to find their own answers and 
that they are supported in doing this
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Appendix B Questionnaire Middle Managers 
 
 
What is your gender? Male Female 
 
What is your age? 
 20 -30 jaar 
 31 – 40 jaar 
 41 – 50 jaar 
 51 – 60 jaar 
 61 – 70 jaar 
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How many years have you been working with INGA? 
 Less than 1 year 
 1 - 3 years 
 3 - 5 years 
 5 - 7 years 
 7 - 10 years 
 More than 10 years 
 
How many years have you been working with CS? 
 Less than 1 year 
 1 - 3 years 
 3 - 5 years 
 5 - 7 years 
 7 - 10 years 
 More than 10 years 
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Affective commitment items 
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I believe in the value of this change        
This change is a good strategy for this organisation        
I think that management is making a mistake by introducing this change        
This change serves an important purpose        
Things would be better without this change        
This change is not necessary        
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Continuance commitment items 
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I have no choice but to go along with this change        
I feel pressure to go along with this change        
I have too much at stake to resist this change        
It would be too costly for me to resist this change        
It would be too risky to speak out against this change        
Resisting this change is not a viable option for me        
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Normative commitment items 
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I feel a sense of duty to work toward this change        
I do not think it would be right of me to oppose this change        
I would not feel badly about opposing this change        
It would be irresponsible of me to resist this change        
I would feel guilty about opposing this change        
I do not feel any obligations to support this change        
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Behaviour towards the change 
 
St
ro
n
gl
y 
ag
re
e
 
A
gr
e
e 
Sl
ig
h
tl
y 
 
ag
re
e
 
N
e
u
tr
al
 
Sl
ig
h
tl
y 
d
is
ag
re
e 
D
is
ag
re
e 
St
ro
n
gl
y 
d
is
ag
re
e 
I comply with my organisation’s directives regarding the change        
I accept role changes        
I am tolerant of temporary disruptions and/or ambiguities in my job        
I try to keep myself informed about the change        
I try to overcome co-workers’ resistance toward the change        
I speak positively about the change to outsiders        
 
I value my support for the change as: 
0 ---------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------101 
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Appendix C Questionnaire Staff 
 
 
What is your gender= Male Female 
 
What is your age? 
 Less than 20 years 
 20 -30 years 
 31 – 40 years 
 41 – 50 years 
 51 – 60 years 
 61 – 70 years 
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How long have you been working with ING Australia? 
 Less than 1 year 
 1 - 3 years 
 3 - 5 years 
 5 - 7 years 
 7 - 10 years 
 More than 10 years 
 
How long have you been working in your current role? 
 Less than 1 year 
 1 - 3 years 
 3 - 5 years 
 5 - 7 years 
 7 - 10 years 
 More than 10 years 
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Intention to Change 
 
St
ro
n
gl
y 
A
gr
e
e 
A
gr
e
e 
N
e
u
tr
al
 
D
is
ag
re
e 
St
ro
n
gl
y 
D
is
ag
re
e 
I intend to convince employees around me of the benefits of the change when a change process is 
implemented 
     
I am planning to put effort and energy in achieving the change objectives when a change process is 
implemented 
     
I am planning to reduce the resistance towards the change amongst employees around me when a change 
process is implemented 
     
I am planning to allocate time to implement the change when a change process is implemented      
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Willingness to Change 
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When a change process is implemented, my colleagues put a lot of energy in implementing the change to 
ensure a successful implementation 
     
When a change process is implemented, my colleagues support the change      
When a change process is implemented, my colleagues are involved, but they genuinely require more 
information 
     
When a change process is implemented, my colleagues talk about the change      
When a change process is implemented, my colleagues talk negatively about the change in private      
When a change process is implemented, my colleagues talk negatively about the change in meetings      
When a change process is implemented, my colleagues call in sick due to the change      
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Transparency of the Change 
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During the implementation of a change process, it is clear for the rest of the organisation who in the 
organisation has been involved in the change process 
     
When a change process is implemented, it gives me the opportunity to show my personal qualities when I 
contribute to the change process 
     
When a change process is implemented, contributing to the change is valued in the organisation      
I believe it is an honour to work on the implementation of a change process      
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Consequences for my daily work 
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How do you expect the change will affect the value of your work?      
How do you expect the change will affect your responsibility towards your role?      
How do you expect the change will affect the amount of feedback on the outcomes of your work?      
How do you think the change will affect the quality of your work?      
How do you think the change will affect your job satisfaction?      
How do you think the change will affect your workload?      
How do you think the change will affect the rewards that you receive for you work effort?      
How do you think the change will affect your commitment to the organisation?      
How do you think the change will affect your career?      
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Emotions 
What are your feelings towards the change? 
Threat ------------------------------------- ------------------------------------- ------------------------------------- Chance 
 
What feelings do you think the rest of the organisation has towards the change? 
Threat ------------------------------------- ------------------------------------- ------------------------------------- Chance 
 
My colleagues Behaviour 
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My colleagues believe the change is .......      
My manager believes the change is .......      
My team mates believe the change is .......      
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Experience with change processes 
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I have been involved in a large number of change processes      
I can prevent resistance towards a change process amongst the employees around me      
By motivating employees around me, I can contribute to a successful implementation of a change process      
I am totally capable of executing my daily tasks      
I have had bad experiences with change processes in the past      
I am satisfied with the way change processes are being implemented in this organisation      
I am satisfied with the way it is made possible for me to have full insight in the implementation of a change 
process 
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Compatibility with my team 
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The change is aligned with the norms and values in the team      
The change is aligned with my team structure      
I foresee problems when it comes to the currently used systems and the change implementation      
The change is aligned with previous change processes implemented in the team      
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Time & Capacity / External factors 
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I have a complete overview of the consequences of the change on the position of the organisation      
I have a complete overview of the consequences of the change on my team      
I have been actively involved in implementing change processes in the past      
People around me are concerned about the implications of the change for their job security      
People around me are concerned about the financial impacts of the change      
People around me are concerned about the consequences of the change when it comes to the way they will 
be managed in the future 
     
People around me are concerned about the way the change will impact their daily work      
I have received enough information about how the change will impact the team      
I have enough say in change related decision making which would affect the team      
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Change Potential of the Organisation 
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I have confidence in the management team      
In the organisation there are strong relations amongst the employees      
The organisation has clear and well communicated objectives on which consensus was met      
The organisation has a recognizable and progressive entrepreneurial culture      
The organisation has a transparent structure      
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Change Complexity 
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To what extent do you think the organisation performs relative to other organisations when it comes to 
implementing change? 
     
To what extent do you think the main organisational objectives will change due to the change?      
To what extent do you think the organisational culture will change due to the change?      
To what extent do you think the way decisions are taken in the organisation will change due to the change?      
To what extent do you think the way the organisation is managed will change due to the change?      
To what extent do you think the way the organisation presents itself will change due to the change?      
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Appendix D  Summary Questionnaire Middle Managers 
 
Response 
Percent
Response 
Count
42.3% 11
57.7% 15
26
0skipped question
What is your gender?
Answer Options
Male
Female
answered question
 
 
Response 
Percent
Response 
Count
0.0% 0
42.3% 11
53.8% 14
3.8% 1
0.0% 0
0.0% 0
26
0
> 60 years
31 - 40 years
skipped question
Answer Options
51 - 60 years
20 - 30 years
answered question
What is your age?
41 - 50 years
< 20 years
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Response 
Percent
Response 
Count
7.7% 2
30.8% 8
30.8% 8
11.5% 3
15.4% 4
3.8% 1
26
0
More than 10 years
3 - 5 years
skipped question
Answer Options
7 - 10 years
1 - 3 years
answered question
How many years have you been working with ING Australia?
5 - 7 years
Less than 1 year
 
 
Response 
Percent
Response 
Count
16.0% 4
36.0% 9
16.0% 4
4.0% 1
20.0% 5
8.0% 2
25
1
More than 10 years
3 - 5 years
skipped question
Answer Options
7 - 10 years
1 - 3 years
answered question
How many years have you been working in a management role?
5 - 7 years
Less than 1 year
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
5 24% 14 67% 1 5% 1 5% 0 0% 1.90 21
3 14% 16 76% 1 5% 1 5% 0 0% 2.00 21
1 5% 1 5% 6 27% 10 45% 4 18% 3.68 22
18% 45% 27% 5% 5%
4 19% 13 62% 2 10% 2 10% 0 0% 2.10 21
3 14% 10 48% 5 24% 2 10% 1 5% 2.43 21
3 14% 13 62% 2 10% 2 10% 1 5% 2.29 21
Average
17% 60% 13% 7% 2%
22
4
This change is necessary
I think that management is making a mistake by 
introducting this change
skipped question
Answer Options
Things are better with this change
This change is a good strategy for this organisation
answered question
Affective Commitment items 
This change serves an important purpose
I believe in the value of this change
I think that management is making a mistake by 
introducting this change
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
5 24% 10 48% 2 10% 3 14% 1 5% 2.29 21
1 5% 6 29% 3 14% 10 48% 1 5% 3.19 21
4 18% 2 9% 3 14% 11 50% 2 9% 3.23 22
2 9% 6 27% 3 14% 10 45% 1 5% 3.09 22
2 9% 3 14% 4 18% 11 50% 2 9% 3.36 22
2 9% 8 36% 4 18% 7 32% 1 5% 2.86 22
Average 12% 27% 15% 40% 6%
22
4
Resisting this change is not a viable option for me
I have too much at stake to resist this change
skipped question
Answer Options
It would be too risky to speak out against this change
I feel pressure to go along with this change
answered question
Continuance Commitment items When answering this question, please take in mind the most recent change process introduced/implemented in 
your team
It would be too costly for me to resist this change
I have no choice but to go along with this change
 
 
Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
6 30% 14 70% 0 0% 0 0% 0 0% 1.70 20
3 15% 11 55% 3 15% 3 15% 0 0% 2.30 20
0 6 4 9 0 3.16 19
0 0% 9 47% 4 21% 6 32% 0 0%
3 15% 14 70% 0 0% 3 15% 0 0% 2.15 20
0 0% 10 48% 3 14% 7 33% 1 5% 2.95 21
0 2 3 14 1 3.70 20
1 5% 14 70% 3 15% 2 10% 0 0%
Average 11% 60% 11% 18% 1%
21
5
I do not feel any obligations to support this change
I would not feel badly about opposing this change
skipped question
Answer Options
I would feel quilty about opposing this change
I do not think it would be right for me to oppose this 
answered question
Normative Commitment items 
It would be irresponsible of me to resist this change
I feel a sense of duty to work towards this change
I would not feel badly about opposing this change
I do not feel any obligations to support this change
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
3 15% 16 80% 1 5% 0 0% 0 0% 1.90 20
3 15% 16 80% 1 5% 0 0% 0 0% 1.90 20
5 24% 13 62% 2 10% 0 0% 1 5% 2.00 21
7 35% 12 60% 1 5% 0 0% 0 0% 1.70 20
8 40% 11 55% 1 5% 0 0% 0 0% 1.65 20
8 40% 10 50% 2 10% 0 0% 0 0% 1.70 20
Average 28% 64% 7% 0% 1%
21
5
I speak positively about the change to outsiders
I am tolerant of temporary disruptions and/or 
skipped question
Answer Options
I try to overcome co workers' resistance toward the 
I accept role changes
answered question
Behaviour towards the change When answering this question, please take in mind the most recent change process introduced/implemented in your team
I try to keep myself informed about the change
I comply with my organisation's directives regarding the 
 
 
Response 
Percent
Response 
Count
0.0% 0
0.0% 0
0.0% 0
0.0% 0
19.0% 4
0.0% 0
19.0% 4
19.0% 4
14.3% 3
28.6% 6
21
5skipped question
I value my support for the implementation of a change process as:
40%
90%
10%
60%
answered question
100%
30%
80%
Answer Options
50%
20%
70%
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Response 
Count
2
2
24
answered question
skipped question
General Comments
Answer Options
 
 
Number Response Date
Response 
Text
1 Jan 12, 2010 4:43 AM
2 Jan 14, 2010 3:03 AM
No comment
If I disagree with the change I willspeak up but in the correct forum or 
in front of the right peron/s. To staff will always show support to any 
change as a Manager  
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Appendix E  Summary Questionnaire Staff 
 
Response 
Percent
Response 
Count
40.5% 60
59.5% 88
148
0skipped question
What is your gender?
Answer Options
Male
Female
answered question
 
 
Response 
Percent
Response 
Count
0.0% 0
39.0% 55
39.0% 55
13.5% 19
7.8% 11
0.7% 1
141
7
> 60 years
31 - 40 years
skipped question
Answer Options
51 - 60 years
20 - 30 years
answered question
What is your age?
41 - 50 years
< 20 years
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Response 
Percent
Response 
Count
9.2% 13
32.6% 46
21.3% 30
16.3% 23
9.9% 14
10.6% 15
141
7
More than 10 years
3 - 5 years
skipped question
Answer Options
7 - 10 years
1 - 3 years
answered question
How long have you been employed with ING Australia?
5 - 7 years
Less than 1 year
 
 
Response 
Percent
Response 
Count
30.5% 43
47.5% 67
12.1% 17
6.4% 9
2.8% 4
1.4% 2
141
7
More than 10 years
3 - 5 years
skipped question
Answer Options
7 - 10 years
1 - 3 years
answered question
How long have you been working in your current role?
5 - 7 years
Less than 1 year
 
Change???? Why would I want to?? 
 
Maggie Hundertmark Page 75 
 
 
 
Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
34 26% 70 54% 19 15% 3 2% 3 2% 2.00 129
38 30% 77 61% 10 8% 0 0% 2 2% 1.83 127
27 21% 64 50% 29 23% 5 4% 3 2% 2.16 128
31 24% 68 54% 25 20% 1 1% 2 2% 2.02 127
Average 25% 55% 16% 2% 2%
129
19skipped question
I am planning to reduce the resistance towards the 
change amongst employees around me when a change 
process is implemented
Answer Options
answered question
I am planning to put effort and energy in achieving the 
change objectives when a change process is 
implemented
Intention to change
I am planning to allocate time to implement the change 
when a change process is implemented
I intend to convince employees around me of the 
benefits of the change when a change process is 
implemented
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
11 9% 61 52% 31 26% 12 10% 2 2% 2.43 117
7 6% 47 41% 43 37% 17 15% 2 2% 2.66 116
20 17% 71 60% 19 16% 7 6% 1 1% 2.14 118
44 38% 63 54% 7 6% 2 2% 0 0% 1.72 116
14 12% 31 27% 50 43% 19 17% 1 1% 2.67 115
6 5% 27 23% 51 44% 30 26% 2 2% 2.96 116
2 2% 8 7% 30 26% 43 37% 34 29% 3.85 117
Average 13% 38% 28% 16% 5%
118
30skipped question
When a change process is implemented, my colleagues 
put a lot of energy in emplementing the change to 
ensure a successful implementation
When a change process is implemented, my colleagues 
talk negatively about the change in meetings
When a change process is implemented, my colleagues 
are involved, but they genuinely require more 
information
answered question
Answer Options
When a change process is implemented, my colleagues 
talk negatively about the change in private
When a change process is implemented, my colleagues 
support the change
When a change process is implemend, my colleagues 
call in sick due to the change
Willingness to change
When a change process is implemented, my colleagues 
talk about the change
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
5 4% 42 36% 32 28% 31 27% 6 5% 2.92 116
12 10% 54 47% 30 26% 18 16% 1 1% 2.50 115
15 13% 64 55% 23 20% 11 9% 3 3% 2.34 116
16 14% 52 45% 41 36% 6 5% 0 0% 2.32 115
Average
10% 46% 27% 14% 2%
117
31skipped question
When a change process is implemented, contributing to 
the change is valued in the organisation
Answer Options
answered question
When a change process is implemented, it gives me the 
opportunity to show my personal qualities when I 
contribute to the change process
Transparancy of the Change process
I believe it is an honor to work on the implementation 
of a change process
During the implementation of a change process, it is 
clear for the rest of the organisation who in the 
organisation has been involved in the change process
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Very positive Positive Neutral Negative
Very 
Negative
Rating 
Average
Response 
Count
12 10% 64 56% 31 27% 6 5% 2 2% 2.32 115
11 10% 55 49% 39 35% 8 7% 0 0% 2.39 113
7 6% 51 45% 44 39% 10 9% 1 1% 2.53 113
11 10% 51 45% 40 35% 11 10% 1 1% 2.47 114
11 10% 39 34% 49 43% 12 10% 4 3% 2.64 115
4 4% 38 33% 48 42% 15 13% 9 8% 2.89 114
6 5% 24 21% 58 50% 22 19% 5 4% 2.97 115
7 6% 48 42% 49 43% 7 6% 3 3% 2.57 114
15 13% 44 38% 46 40% 6 5% 4 3% 2.48 115
Average
8% 40% 39% 9% 3%
115
33
How do you expect the change will affect the amount of 
feedback on the outcomes of your work?
How do you think the change will affect your 
commitment to the organisation?
Answer Options
How do you think the change will affect your job 
satisfaction?
How do you expect the change will affect your 
responsibility towards your role?
How do you think the change will affect the reward that 
you receive for your work effort?
Consequences for my daily work.  
How do you think the change will affect the quality of 
your work?
How do you think the change will affect your career?
How do you expect the change will affect the value of 
your work?
How do you think the change will affect your workload?
skipped question
answered question
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Threat 0 - 20 30 - 60 70 - 100 Chance
Rating 
Average
Response 
Count
5 4% 11 10% 39 35% 33 29% 25 22% 3.55 113
11 10% 12 11% 59 53% 18 16% 11 10% 3.05 111
113
35skipped question
Emotions 
Answer Options
What are your feelings towards the change?
What feelings do you think the rest of the organisation 
answered question
 
 
Very positive Positive Neutral Negative
Very 
Negative
Rating 
Average
Response 
Count
3 3% 48 42% 40 35% 19 17% 3 3% 2.74 113
34 30% 64 57% 13 12% 1 1% 0 0% 1.83 112
6 5% 45 40% 42 37% 18 16% 2 2% 2.69 113
Average 13% 46% 28% 11% 1%
113
35
My teammates believe the change is .....
Answer Options
skipped question
My manager believes the change is .....
My colleagues behaviour 
answered question
My colleagues believe the change is .....
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
disagree
Rating 
Average
Response 
Count
30 28% 45 41% 15 14% 14 13% 5 5% 2.26 109
9 8% 55 51% 34 31% 7 6% 3 3% 2.44 108
12 11% 70 64% 19 17% 6 6% 2 2% 2.23 109
34 31% 62 57% 8 7% 5 5% 0 0% 1.85 109
13 12% 28 25% 33 30% 31 28% 5 5% 2.88 110
2 2% 33 30% 49 45% 21 19% 4 4% 2.93 109
1 1% 39 35% 40 36% 26 24% 4 4% 2.94 110
Average 13% 43% 26% 14% 3%
110
38skipped question
I have been involved in a large number of change 
processes
I am satisfied with the way change processes are being 
implemented in this organisation
By motivating employees around me, I can contribute to 
a successful implementation of a change process
answered question
Answer Options
I have had bad experiences with change processes in 
the past
I can prevent resistance towards a change process 
amongst the employees around me
I am satisfied with the way it is made possible for me 
to have full insight in the implementation of a change 
process
Experience with change processes
I am totally capable of executing my daily tasks
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
3 3% 61 56% 34 31% 10 9% 1 1% 2.50 109
3 3% 52 49% 38 36% 12 11% 2 2% 2.61 107
10 9% 51 47% 31 28% 16 15% 1 1% 2.51 109
4 4% 45 42% 43 40% 16 15% 0 0% 2.66 108
109
39skipped question
I foresee problems when it comes to the currently used 
systems and the change implementation
Answer Options
answered question
The change is aligned with my team structure
Compatibility with my team 
The change is aligned with previous change processes 
implemented in the team
The change is aligned with the norms and values in the 
team
 
 
Change???? Why would I want to?? 
 
Maggie Hundertmark Page 82 
 
 
 
Strongly 
Agree
Agree Neutral Disagree
Strongly 
disagree
Rating 
Average
Response 
Count
3 3% 42 41% 28 27% 28 27% 2 2% 2.84 103
3 3% 47 46% 27 26% 23 23% 2 2% 2.75 102
14 14% 38 37% 21 21% 28 27% 1 1% 2.65 102
13 13% 49 48% 26 25% 12 12% 2 2% 2.42 102
12 12% 38 37% 32 31% 17 17% 4 4% 2.64 103
20 20% 51 50% 21 21% 9 9% 1 1% 2.22 102
18 17% 58 56% 16 16% 10 10% 1 1% 2.20 103
3 3% 36 35% 38 37% 19 19% 6 6% 2.89 102
5 5% 27 26% 32 31% 31 30% 8 8% 3.10 103
103
45
I have enough say in change related decision making 
which would affect the team
I have a complete overview of the consequences of the 
change on the position of the organisation
People around me are concerned about the 
consequences of the change when it comes to the way 
they will be managed in the future
skipped question
answered question
I have been actively involved in implementing change 
processes in the past
I have received enough information about how the 
change will impact the team
Answer Options
People around me are concerned about the financial 
impacts of the change
I have a complete overview of the consequences of the 
change on my team
People around me are concerned about the way the 
change will impact their daily work
Time and Capacity / External factors 
People around me are concerned about the implications 
of the change for their job security
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
14 14% 49 48% 27 26% 8 8% 5 5% 2.43 103
13 13% 50 49% 34 33% 4 4% 1 1% 2.31 102
5 5% 46 45% 36 35% 12 12% 4 4% 2.65 103
6 6% 58 57% 27 26% 11 11% 0 0% 2.42 102
6 6% 47 46% 34 33% 12 12% 4 4% 2.62 103
103
45
The organisation has clear and well communicated 
objectives on which consensus was met
Answer Options
The organisation has a transparent structure
In the organisation there are strong relations amongst 
the employees
skipped question
Change Potential of the organisation
The organisation has a recognizable and progressive 
entrepreneurial culture
I have confidence in the management team
answered question
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Strongly 
Agree
Agree Neutral Disagree
Strongly 
Disagree
Rating 
Average
Response 
Count
1 1% 33 33% 59 58% 6 6% 2 2% 2.75 101
2 2% 37 37% 55 55% 5 5% 1 1% 2.66 100
5 5% 35 35% 49 49% 10 10% 2 2% 2.69 101
5 5% 35 35% 51 51% 7 7% 2 2% 2.66 100
6 6% 37 37% 51 50% 5 5% 2 2% 2.60 101
8 8% 37 37% 50 50% 3 3% 2 2% 2.54 100
Average 4% 35% 52% 6% 2%
101
47
To what extent do you think the way the organisation 
presents itself will change due to the change?
To what extent do you think the organisational culture 
will change due to the change?
skipped question
Answer Options
To what extent do you think the way the organisation is 
managed will change due to the change?
To what extent do you think the main organisational 
objectives will change due to the change?
answered question
Change Complexity
To what extent do you think the way decisions are 
taken in the organisation will change due to the 
change?
To what extent do you think the organisation performs 
relative to other organisations when it comes to 
implementing change?
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1 Jan 12, 2010 4:45 AM
2 Jan 14, 2010 3:02 AM
3 Jan 14, 2010 3:02 AM
4 Jan 14, 2010 3:08 AM
5 Jan 14, 2010 3:11 AM
6 Jan 14, 2010 3:27 AM
7 Jan 14, 2010 4:18 AM
8 Jan 14, 2010 9:08 PM
9 Jan 14, 2010 9:20 PM
10 Jan 14, 2010 9:40 PM
11 Jan 14, 2010 11:52 PM
12 Jan 17, 2010 6:57 PM
13 Jan 17, 2010 11:06 PM
14 Jan 18, 2010 2:47 AM
15 Jan 18, 2010 5:46 AM
16 Jan 19, 2010 3:38 AM
17 Feb 2, 2010 6:05 AM
18 Feb 2, 2010 8:27 PM
19 Feb 2, 2010 9:46 PM
20 Feb 4, 2010 11:20 PM
ANZ will do a good job with the change
Give more information still unknown territory!
Every one should accept change for the cause of everyones growth
No further commments to make.
Some of de decisions would be much better accepted if direct managers communicate prior 
the change and seek employees feedback and consider it prior changes.
N/A
There is no leadership in my management team when changes occur. They always use a 
force or dictator approach instead of understanding and friendly approach.
Changes in organisation is always good in one side, however the system changes are making 
employees like robot rather than human at work
The latest change that has been implemented is just a reversion back to what our system 
used to be two years ago. We have been provided with very little details and advised that 
there is 'nothing to tell'. Team mates and colleagues are concerned that this reversion back to 
the old ways may be a precursor to redundancies. A last ditch effort to change productivity.
Agree/disagree not related to question: "To what extent?"
As I just started about 2 months ago, I am still in the process of getting to know ING.
I do not have confidence in most changes made, as prior changes made have not reached, or 
come close to the intended goals. Transparancy is at a minimum...as insufficient and lacking 
details are provided to staff.
none
more end to end work should be put in before implementing any change
Hi Maggie, I was unable to add suitable responses to Q15 as the choices did not match the 
questions. Please ignore my 'neutral' answers to Q15.  Regards
Good luck in your thesis
Section 15 should have positive/negative critera rather than agree/disagree.
In general change is managed openly and honestly - there are some people who do not 
manage their reactions to change well (reactive) and it should be identified / monitored by 
CSMs to ensure that comments / fear is not spread, this could be done better as not 
managing those in fear of change builds anxiety amongst others who don't understand the 
need for change or want to change.
FOund it hard to answer emotional question using percentages
The answers in qusetion 15 didn't really suit the questions
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Appendix F  Cronbach’s Alfa Values  
Cronbach's Alfa Affective Commitment
Question 1a Question 1b Question 1c Question 1d Question 1e Question 1f TOTAL QUESTION 1
Average 2.115384615 2.192307692 3.461538462 2.269230769 2.538461538 2.423076923 15
Sample Variance 0.586153846 0.481538462 0.898461538 0.684615385 0.898461538 0.893846154 8.32
Total 26 26 26 26 26 26 26
Sum of Variances 4.443076923
Alfa 0.559171598
Question 1a Question 1b Question 1d Question 1e Question 1f TOTAL QUESTION 1
Average 2.115384615 2.192307692 2.269230769 2.538461538 2.423076923 15
Sample Variance 0.586153846 0.481538462 0.684615385 0.898461538 0.893846154 8.32
Total 26 26 26 26 26 26
Sum of Variances 3.544615385
Alfa 0.717455621  
Cronbach's Alfa Continuance Commitment
Question 2a Question 2b Question 2c Question 2d Question 2e Question 2f TOTAL QUESTION 2
Average 2.423076923 3.153846154 3.192307692 3.076923077 3.307692308 2.884615385 18.03846154
Sample Variance 1.133846154 0.935384615 1.441538462 1.113846154 1.101538462 1.066153846 25.55846154
Total 26 26 26 26 26 26 26
Sum of Variances 6.792307692
Alfa 0.88109312  
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Cronbach's Alfa Normative Commitment
Question 3a Question 3b Question 3c Question 3d Question 3e Question 3f TOTAL QUESTION 3
Average 2 2.461538462 2.884615385 2.346153846 2.961538462 2.615384615 15.26923077
Sample Variance 0.48 0.738461538 0.586153846 0.715384615 0.838461538 0.646153846 7.564615385
Total 26 26 26 26 26 26 26
Sum of Variances 4.004615385
Alfa 0.564734594
Question 3b Question 3c Question 3d Question 3e Question 3f TOTAL QUESTION 3
Average 2.461538462 2.884615385 2.346153846 2.961538462 2.615384615 15.26923077
Sample Variance 0.738461538 0.586153846 0.715384615 0.838461538 0.646153846 7.564615385
Total 26 26 26 26 26 26
Sum of Variances 3.524615385
Alfa 0.667581859  
Cronbach's Alfa Behaviour towards the Change
Question 4a Question 4b Question 4c Question 4d Question 4e Question 4f TOTAL QUESTION 4
Average 2.153846154 2.153846154 2.192307692 2 1.961538462 2 12.46153846
Sample Variance 0.375384615 0.375384615 0.801538462 0.56 0.598461538 0.64 16.73846154
Total 26 26 26 26 26 26 26
Sum of Variances 3.350769231
Alfa 0.959779412
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Question 1a Question 1b Question 1c Question 1d TOTAL QUESTION 1
Average 2.128378378 1.993243243 2.358108108 2.155405405 8.635135135
Sample Variance 0.738508917 0.59179077 0.694015444 0.649154256 8.301342158
Total 148 148 148 148 148
Sum of Variances 2.673469388
Alfa 0.903929776
Cronbach's Alfa Intention to Change
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Cronbach's Alfa Willingness to Change
Question 2a Question 2b Question 2c Question 2d Question 2e Question 2f Question 2g TOTAL QUESTION 2
Average 2.547297297 2.72972973 2.310810811 1.993243243 2.743243243 2.966216216 3.668918919 18.95945946
Sample Variance 0.644006251 0.606729178 0.62382791 0.619001655 0.681926825 0.604293069 0.876034197 6.011950726
Total 148 148 148 148 148 148 148 148
Sum of Variances 4.655819084
Alfa 0.263168089
Question 2a Question 2b Question 2c Question 2e Question 2f TOTAL QUESTION 2
Average 2.547297297 2.72972973 2.310810811 2.743243243 2.966216216 18.95945946
Sample Variance 0.644006251 0.606729178 0.62382791 0.681926825 0.604293069 6.011950726
Total 148 148 148 148 148 148
Sum of Variances 3.160783232
Alfa 0.592812471
Question 2a Question 2b Question 2c Question 2e TOTAL QUESTION 2
Average 2.547297297 2.72972973 2.310810811 2.743243243 18.95945946
Sample Variance 0.644006251 0.606729178 0.62382791 0.681926825 6.011950726
Total 148 148 148 148 148
Sum of Variances 2.556490164
Alfa 0.766353711  
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Cronbach's Alfa Transparency of the Change process
Question 3a Question 3b Question 3c Question 3d TOTAL QUESTION 3
Average 2.939189189 2.608108108 2.47972973 2.452702703 10.47972973
Sample Variance 0.792195256 0.688913403 0.727477477 0.589584482 6.18325979
Total 148 148 148 148 148
Sum of Variances 2.79817062
Alfa 0.729947047  
 
Cronbach's Alfa Consequences for my daily work
Question 4a Question 4b Question 4c Question 4d Question 4e Question 4f Question 4g Question 4h Question 4i TOTAL QUESTION 4
Average 2.472972973 2.533783784 2.641891892 2.594594595 2.722972973 2.912162162 2.972972973 2.668918919 2.594594595 24.11486486
Sample Variance 0.577495863 0.509054973 0.503539254 0.582827726 0.677835999 0.706517742 0.611509469 0.535898143 0.691671263 29.68059386
Total 148 148 148 148 148 148 148 148 148 148
Sum of Variances 5.396350432
Alfa 0.920459139  
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Cronbach's Alfa Emotions
Question 5 Question 6 TOTAL EMOTIONS
Average 3.418918919 3.040540541 6.459459459
Sample Variance 0.938959368 0.801066372 2.562971134
Total 148 148 148
Sum of Variances 1.74002574
Alfa 0.642180775  
 
Cronbach's Alfa My colleagues Behaviour
Question 7a Question 7b Question 7c TOTAL QUESTION 7
Average 2.804054054 2.114864865 2.763513514 7.682432432
Sample Variance 0.580391616 0.578553043 0.589952197 3.333838941
Total 148 148 148 148
Sum of Variances 1.748896856
Alfa 0.713115771  
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Cronbach's Alfa Experience with Change processes
Question 8a Question 8b question 8c Question 8d Question 8e Quetion 8f Question 8g TOTAL QUESTION 8
Average 2.452702703 2.594594595 2.432432432 2.155405405 2.912162162 2.945945946 2.952702703 18.44594595
Sample Variance 1.052169516 0.582827726 0.573634859 0.662759698 0.883388491 0.527670528 0.57597904 9.813384813
Total 148 148 148 148 148 148 148 148
Sum of Variances 4.858429858
Alfa 0.589071038
Question 8a Question 8b question 8c Question 8e Quetion 8f Question 8g TOTAL QUESTION 8
Average 2.452702703 2.594594595 2.432432432 2.912162162 2.945945946 2.952702703 18.44594595
Sample Variance 1.052169516 0.582827726 0.573634859 0.883388491 0.527670528 0.57597904 9.813384813
Total 148 148 148 148 148 148 148
Sum of Variances 4.19567016
Alfa 0.686945199  
 
Cronbach's Alfa Compatibility with my team
Question 9a Question 9b Question 9c Question 9d TOTAL QUESTION 9
Average 2.628378378 2.716216216 2.641891892 2.75 10.73648649
Sample Variance 0.452794631 0.49034749 0.625988233 0.460884354 4.181788932
Total 148 148 148 148 148
Sum of Variances 2.030014709
Alfa 0.68607774  
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Cronbach's Alfa Time and Capacity / External factors
Question 10a Question 10b Question 10c Question 10d Question 10e Question 10f Question 10g Question 10h Question 10i TOTAL QUESTION 10
Average 2.891891892 2.824324324 2.756756757 2.601351351 2.75 2.459459459 2.445945946 2.925675676 3.067567568 24.72297297
Sample Variance 0.600478029 0.58117301 0.797573083 0.663127413 0.746598639 0.685420114 0.670527671 0.613485935 0.743702887 15.92953668
Total 148 148 148 148 148 148 148 148 148 148
Sum of Variances 5.358383894
Alfa 0.746572052
Question 10a Question 10b Question 10c Question 10d Question 10e Question 10h Question 10i TOTAL QUESTION 10
Average 2.891891892 2.824324324 2.756756757 2.601351351 2.75 2.925675676 3.067567568 24.72297297
Sample Variance 0.600478029 0.58117301 0.797573083 0.663127413 0.746598639 0.613485935 0.743702887 15.92953668
Total 148 148 148 148 148 148 148 148
Sum of Variances 4.00243611
Alfa 0.873531412  
 
Cronbach's Alfa Change potential of the organisation
Question 11a Question 11b Question 11c Question 11d Question 11e TOTAL QUESTION 11
Average 2.601351351 2.527027027 2.756756757 2.601351351 2.736486486 13.22297297
Sample Variance 0.744760066 0.523074095 0.579886008 0.472651223 0.603557639 8.079196543
Total 148 148 148 148 148 148
Sum of Variances 2.923929031
Alfa 0.79761451
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Cronbach's Alfa Change Complexity
Question 12a Question 12b Question 12c Question 12d Question 12e Question 12f TOTAL QUESTION 12
Average 2.831081081 2.77027027 2.790540541 2.77027027 2.72972973 2.689189189 16.58108108
Sample Variance 0.318211068 0.314212171 0.452426917 0.423055709 0.42985843 0.446957161 9.619231476
Total 148 148 148 148 148 148 148
Sum of Variances 2.384721456
Alfa 0.902505782  
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Appendix G Analysis Hypothesis 1 
 
Correlation Hypothesis 1
Transparancy of the Change process Intention to change
Transparancy of the Change process 1
Intention to change 0.298056471 1  
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Analysis Hypothesis 1
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.298056471
R-Square 0.08883766
Adjusted least Square 0.082596822
Standard error 2.759651731
Observations 148
Variance analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 108.4083564 108.4083564 14.23489294 0.000233916
Interference 146 1111.888941 7.615677678
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 5.015922928 0.985717817 5.088599231 0.00000109 3.067803834 6.964042021 3.067803834 6.964042021
Transparancy of the Change process 0.345353583 0.091534932 3.772915707 0.000233916 0.164448921 0.526258245 0.164448921 0.526258245
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Appendix H Analysis Hypothesis 2 
 
Correlation Hypothesis 2
Consequences for my daily work.  Intention to change
Consequences for my daily work.  1
Intention to change 0.338993622 1  
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Analysis Hypothesis 2
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.338993622
R-Square 0.114916676
Adjusted Least Square 0.108854461
Standard error 2.719872062
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 140.2325087 140.2325087 18.95622049 0.0000250279
Interference 146 1080.064789 7.397704031
Total 147 1220.297297
Coefficients Standard errpr T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 4.311846574 1.017832987 4.236300678 0.0000400554 2.300256805 6.323436343 2.300256805 6.323436343
Consequences for my daily work.  0.179278988 0.041176887 4.353874193 0.0000250279 0.097899226 0.260658749 0.097899226 0.260658749
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Appendix I Analysis Hypothesis 3 
 
Emotions  Intention to change
Emotions  1
Intention to change -0.330636897 1
Correlation Hypothesis 3
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Analysis Hypothesis 3
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.330636897
R-Square 0.109320758
Adjusted Least Square 0.103220215
Standard error 2.728456677
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 133.4038253 133.4038253 17.91984126 0.0000405531
Interference 146 1086.893472 7.444475836
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 12.47883788 0.935282103 13.3423251 0.0000000000 10.63039719 14.32727857 10.63039719 14.32727857
Emotions  -0.595050215 0.140568023 -4.233183349 0.0000405531 -0.872861213 -0.317239218 -0.872861213 -0.317239218
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Appendix J Analysis Hypothesis 4 
 
Correlation Hypothesis 4
My colleagues behaviour  Intention to change
My colleagues behaviour  1
Intention to change 0.289464908 1  
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Analysis Hypothesis 4
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.289464908
R-Square 0.083789933
Adjusted Least Square 0.077514521
Standard error 2.767285239
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 102.2486285 102.2486285 13.3521019 0.000359252
Interference 146 1118.048669 7.657867595
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 5.12602887 0.986904846 5.1940457 0.00000068 3.175563799 7.076493942 3.175563799 7.076493942
My colleagues behaviour  0.456770209 0.125003724 3.654052805 0.000359252 0.209719646 0.703820772 0.209719646 0.703820772
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Appendix K Analysis Hypothesis 5 
 
Correlation Hypothesis 5
Experience with change processes Intention to change
Experience with change processes 1
Intention to change 0.443991002 1  
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Analysis Hypothesis 5
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.443991002
R-Square 0.19712801
Adjusted least Square 0.191628886
Standard error 2.590475865
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 240.5547774 240.5547774 35.84717085 0.0000000158
Interference 146 979.7425199 6.710565205
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 1.102622951 1.275984769 0.864134884 0.388931275 -1.419163963 3.624409864 -1.419163963 3.624409864
Experience with change processes 0.408355972 0.068204255 5.987250692 0.0000000158 0.273560791 0.543151152 0.273560791 0.543151152
Change???? Why would I want to?? 
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Appendix L Analysis Hypothesis 6 
 
Correlation Hypothesis 6
Compatibility with my team  Intention to change
Compatibility with my team  1
Intention to change 0.087483528 1  
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Analysis Hypothesis 6
Summary
Data for the Regression
Multiple Correlation Coefficient 0.087483528
R-Square 0.007653368
Adjusted least Square 0.000856473
Standard error 2.879970882
Observations 148
Variance analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 9.339383933 9.339383933 1.12600945 0.290380325
Interference 146 1210.957913 8.294232283
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 7.311764253 1.269396302 5.760032737 0.00000005 4.802998429 9.820530077 4.802998429 9.820530077
Compatibility with my team  0.123259214 0.116157799 1.061135924 0.290380325 -0.106308744 0.352827172 -0.106308744 0.352827172
Change???? Why would I want to?? 
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Appendix M Analysis Hypothesis 7 
 
Correlation Hypothesis 7
Time and Capacity / External factors  Intention to change
Time and Capacity / External factors  1
Intention to change 0.23369456 1  
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Analysis Hypothesis 7
Summary
Data for the Regression
Multiple Correlation Coefficient 0.23369456
R-Square 0.054613147
Adjusted least Square 0.048137895
Standard error 2.811002138
Observations 148
Variance analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 66.64427606 66.64427606 8.434134116 0.0042551
Interference 146 1153.653021 7.901733022
Total 147 1220.297297
Coefficients Standard error T-stastical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 4.464310962 1.454625132 3.06904567 0.002560802 1.589468951 7.339152974 1.589468951 7.339152974
Time and Capacity / External factors  0.168702372 0.058089941 2.904158074 0.0042551 0.053896571 0.283508172 0.053896571 0.283508172
Change???? Why would I want to?? 
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Appendix N Analysis Hypothesis 8 
 
Correlation Hypothesis 8
Change Potential of the organisation Intention to change
Change Potential of the organisation 1
Intention to change 0.204376564 1  
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Analysis Hypothesis 8
Summary
Data for the Regression
Multiple Correlation Coefficient 0.204376564
R-Square 0.04176978
Adjusted least Square 0.035206559
Standard error 2.830031884
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 50.97154959 50.97154959 6.36421994 0.012716039
Interference 146 1169.325748 8.009080464
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 5.895767789 1.110508104 5.309072275 0.0000004020 3.701019958 8.09051562 3.701019958 8.09051562
Change Potential of the organisation 0.20716728 0.082119931 2.522740561 0.012716039 0.044869915 0.369464646 0.044869915 0.369464646  
 
Change???? Why would I want to?? 
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Appendix O Analysis Hypothesis 9 
 
Change Complexity Intention to change
Change Complexity 1
Intention to change 0.167767295 1
Correlation Hypothesis 9
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Analysis Hypothesis 9
Summary
Data for the Regression
Multiple Correlation Coefficient 0.167767295
R-Square 0.028145865
Adjusted least Square 0.02148933
Standard error 2.850079275
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 34.34632346 34.34632346 4.228305669 0.041535836
Interference 146 1185.950974 8.122951876
Total 147 1220.297297
Coefficients Standard error T-statistical data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 6.050947075 1.278376874 4.733304549 0.00000517 3.524432535 8.577461614 3.524432535 8.577461614
Change Complexity 0.155851603 0.075792823 2.056284433 0.041535836 0.006058788 0.305644417 0.006058788 0.305644417
Change???? Why would I want to?? 
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Appendix P Analysis Hypothesis 10 
 
Intention to change Willingness to change
Intention to change 1
Willingness to change 0.351292196 1
Correlation Hypothesis 10
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Analysis Hypothesis 10
Summary
Data for the Regression
Multiple Correlation Coefficient 0.351292196
R-Square 0.123406207
Adjusted least Square 0.11740214
Standard error 2.303504905
Observations 148
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 109.061069 109.061069 20.55376881 0.0000119900
Interference 146 774.6956878 5.306134848
Total 147 883.7567568
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 16.37796505 0.600067126 27.2935549 0.00000000 15.19202501 17.56390509 15.19202501 17.56390509
Intention to change 0.298952404 0.06594112 4.533626453 0.00001199 0.168629961 0.429274847 0.168629961 0.429274847
Change???? Why would I want to?? 
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Appendix Q Analysis Hypothesis 11 
 
Total items Intention to change
Total items 1
Intention to change 0.357074919 1  
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Analysis Hypothesis 11
Summary
Data for the Regression
Multiple Correlation Coefficient 0.357074919
R-Square 0.127502498
Adjusted least Square 0.121526487
Standard error 2.700464628
Observations 148
Variance Analysis
Degrees of FreedomSum of Squares Mean Squares F Significance (F)
Regression 1 155.5909532 155.5909532 21.33572256 0.00000839
Interference 146 1064.706344 7.292509206
Total 147 1220.297297
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 0.655417262 1.741765527 0.376294772 0.707244027 -2.786913413 4.097747938 -2.786913413 4.097747938
Total variables 1st construct 0.572774921 0.124002464 4.619060787 0.00000839 0.327703193 0.817846649 0.327703193 0.817846649  
Change???? Why would I want to?? 
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Appendix R Analysis Hypothesis 12 
 
Correlation Hypothesis 12
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Manager 4 6 9 -3 9
Manager 6 6 11 -5 25
Manager 18 6 11 -5 25
Manager 1 9 11 -2 4
Manager 22 9 11 -2 4
Manager 7 10 10 0 0
Manager 10 10 10 0 0
Manager 15 10 10 0 0
Manager 3 11 10 1 1
Manager 9 11 11 0 0
Manager 16 11 11 0 0
Manager 17 11 9 2 4
Manager 8 12 10 2 4
Manager 11 12 10 2 4
Manager 19 12 11 1 1
Manager 20 12 10 2 4
Manager 21 12 10 2 4
Manager 2 13 11 2 4
Manager 13 13 11 2 4
Manager 5 18 11 8 64
Manager 12 18 12 7 49
Manager 14 18 10 8 64
Manager 23 18 9 9 81
Manager 24 18 10 8 64
Manager 25 18 11 7 49
Manager 26 20 10 10 100
568
Number 26
Rs 0.8058  
Change???? Why would I want to?? 
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Appendix S Analysis Hypothesis 13 
 
Correlation Hypothesis 13
Affective Commitment items  Behaviour towards the change  
Affective Commitment items  1
Behaviour towards the change  0.160355934 1  
0
5
10
15
20
25
0 5 10 15 20 25
Affective Commitment
B
e
h
a
v
io
u
r 
to
w
a
rd
s
 t
h
e
 c
h
a
n
g
e
Behaviour towards the change  
 
Change???? Why would I want to?? 
 
Maggie Hundertmark Page 119 
 
 
 
 
Analysis Hypothesis 13
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.160355934
R-Square 0.025714026
Adjusted least Square -0.014881223
Standard error 4.121595604
Observations 26
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 10.76033073 10.76033073 0.63342451 0.433903868
Interference 24 407.7012077 16.98755032
Total 25 418.4615385
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 10.34057971 2.784813462 3.713203722 0.00108392 4.593007252 16.08815217 4.593007252 16.08815217
Affective Commitment items  0.183816425 0.23096006 0.795879708 0.433903868 -0.292861707 0.660494557 -0.292861707 0.660494557
Change???? Why would I want to?? 
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Appendix T Analysis Hypothesis 14 
 
Correlation Hypothesis 14
Normative Commitment items  Behaviour towards the change  
Normative Commitment items  1
Behaviour towards the change  0.380348526 1  
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Analysis Hypothesis 14
Summary
Data for the Regression
Multiple Correlation Coefficient (R) 0.380348526
R-Square 0.144665001
Adjusted least Square 0.109026043
Standard error 3.861804412
Observations 26
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 60.5367389 60.5367389 4.059181525 0.05
Interference 24 357.9247996 14.91353331
Total 25 418.4615385
Coefficient Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 3.708321814 4.410105288 0.840869224 0.40872113 -5.393688085 12.81033171 -5.393688085 12.81033171
Normative Commitment items  0.659662704 0.327418108 2.014741057 0.055267226 -0.016095053 1.33542046 -0.016095053 1.33542046
Change???? Why would I want to?? 
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Appendix U Analysis Hypothesis 15 
 
Correlation Hypothesis 15
Rational Commitment Behaviour towards the change  
Continuance Commitment 1
Behaviour towards the change  -0.027967224 1  
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Analysis Hypothesis 15
Summary
Data for the Regression
Meervoudige correlatiecoëfficiënt (R) 0.027967224
R-Square 0.000782166
Adjusted least Square -0.040851911
Standard error 4.173998045
Observations 26
Variance Analysis
Degrees of Freedom Sum of Squares Mean Squares F Significance (F)
Regression 1 0.327306234 0.327306234 0.018786669 0.892123199
Interference 24 418.1342322 17.42225968
Total 25 418.4615385
Coefficients Standard error T-statistical Data P-Value Lowest 95% Highest 95% Lowest 95% Highest 95%
Intersection 12.86980076 3.089050735 4.166263964 0.000345875 6.494313434 19.24528808 6.494313434 19.24528808
Continuance Commitment -0.022632878 0.16512578 -0.137064472 0.892123199 -0.363435736 0.31816998 -0.363435736 0.31816998  
